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ABSTRACT

The majority of past mitigation projects have been inade-
quate to meet the challenge of reforestation in Haiti. How-
ever, one tree planting project, the Agroforestry Outreach
Project (AOP) appears to be successful in mobilizing small
farmers to plant trees for profit. This Project is often cited
as one of the few large-scalec agroforestry projects worldwide
which has been (and still is being) implemented successfully.
The author analyzes the design and implementation features
leading to this "success." Using her own criteria of success
which includes the concepts of farmers participation and
project continuity after external funding stops, she concludes
that the AOP is not a complete, but a partial multidimensional
success.

The last section highlights the lessons learned in the
Project which may assist the Government of Haiti or other
national and international organizations to plan and implement
sustainable agroforestry projects which offer small farmers a
real chance to participate in the solution of Haiti's environ-

mental and development related problems.
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PREFACE

Many interesting agroforestry and rural development ex-
periments are being undertaken currently. Many of them are
undocumented and the lessons learned remain in the dark. A lot
has been written about the Agroforestry Outreach Project (AOP)
in Haiti. But the documents are not easily accessible to the
public and special effort and contacts are needed to obtain
USAID and private voluntary organizations' unpublished docu-
ments and reports. This study taps this "gray literature" and
I hope that the descriptive and analytical information pro-
vided on the AOP endows future project planners and imple-
menters with concrete insights into the most promising routes
to follow in future agroforestry projects.

The findings of this study are limited since I did not
have the opportunity to conduct field research in Haiti. The
main limitation is that the opinions of the farmers mos:
closely involved with the Project are not incorporated in this
study. Fortunately, I had the opportunity to interview several
persons who are familiar with the Project. They have helped me
to gain a more personal view on the strengths and weaknesses
of the Project. I owe special thanks to Mike Benge (USAID),
John lLewis (USDA), Toby Pierce (former advisor to the Govern-
ment of Haiti), Phoebe landsdale (PADF), Charles Tapp (CARE)
and M.R. Pierre-louis (former Haitian government official).

I gathered the materials for the preparation of this
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study by visiting the headquarters of USAID and the two imple-
mentation agencies, Pan American Development Foundation and
Cooperative American Relief Everywhere, in Washington D.C. and
New York, respectively. They kindly opened their files to
share the information of many of their unpublished reports
with me. I greatly appreciate their kindness.

This report is structured as follows: Chapter I gives a
summary of Haiti's current dire situation and outlines the
major factors leading to the ongoing deforestation. The author
then explains why she chose to analyze one particular agro-
forestry project. Chapter II uncovers the conceptual corner-
stones of the Projiect by looking at past forestation activi-
ties. Chapter III briefly describes the overall framework of
the Project and its preliminary results. Chapter IV outlines
the major feature of the new approach which is characterized
as a hybrid between the conventional blueprint and newer
learning process approach. It then contrasts the different
implementation approaches adopted by the two implementing
agencies, CARE and PADF, together with their major accomplish-
ments and problems. Chapter V and VI lay out a conceptual
framework of the main elements to achieve full participation
and sustainability and contrasts it with the actual Project
results achieved so far. The final chapter deals with certain
key aspects which might lead towards a more self-sustaining
agroforestry development path with its principal ingredient of
local participation which can open many new doors for the
previously unreached and neglectec poorest c¢f the poor.
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CHAPTER ONE
WHY HAITI?

Once the richest French colony in the new world, Haiti is
now the poorest country ir the Western Hemisphere and one of
the poorest in the worla. In 1985, 90% of the population
earned less than $150 a year. Some 90% of the children suffer
from malnutrition, and life expectancy in the country is just
53 years. Only 20% of the population can read and write. Unem-
ployment is more than 50% and about 20% of those who do work
receive the $3 a day minimum wage (Kurian 1¢87). Haiti's eco-
nomic problems are aggravated by drought, population pressure,
diplomatic isolation, political repression, emigration of
skilled personnel, inflation and hurricanes.

Nearly 80% of the population still lives in rural areas
where the conditions are worst. Several attempts to explain
rural Haitian poverty have concurred in the identification of
deforestation and soil erosion as major impediments to eco-
nomic well-beirig in rural Haiti (Zuvekas 1978, Lundahl 1979).
The scope and severity of Haiti's environmental problems are
difficult to exaggerate. Environmental conditions and trends
in Haiti are the worst in the Western Hemisphere. Haiti ranks
among a half-dozer. nations in the world whose natural resource
endowments are moving toward a point where rehabilitation of
the resource base may no longer be possible. The deteriorating

natural resource base is a serious constraint on the country's



efforts to increase agricultural production, which makes pro-
spects for better 1living conditions remote for the great
majority of Haitians who already live on the margin of sub-~
sistence.

There are today two primary contributory factors to
ongoing deforestation and soil erosion in Haiti. The first is
the overuse of hillside land for agricultural cropping and
grazing. An estimated 64% of Haiti's land area has a slope
more than 20°' and 54% is on slopes exceeding 40° (Ehrlich
1986). The comparison between land suitability and use shows
that although only 28.6% of the land area' is considered suit-
able for cropping, pressure on available land resources has
brought nearly 43% of Haiti's surface area under cultivation
(Table 1). This clearing of hillside land, ‘“ogether with over-
grazing of even marginal hillsides, has resulted in major soil
erosion. Erosion reduces agricultural productivity due to a
loss of soil volume, soil nutrients and water-retention capa-
city. Increased run-off on hillsides, in turn, has reduced
agricultural productivity in lowland areas by reducing drain-
age and clogging irrigation systems with rocks and sediments.
Agricultural production has declined in Haiti at rates
estimated variously between 0.7% and 2.5% per annum since 1270
(USAID 1981).

In contrast to cropland, Table 1 illustrates a pattern of
underutilization of "forest land." Although 68.6% of Haiti's
gsurface area is considered suitable for trees, only 9.3% is

currently classified as "forest" in 1978. Thir category in-



TABLE 1

HAITI:
LAND SUITABILITY AND LAND USE

Source: International Institute for

(IICA), San Jose 1980 Costa Rica.

Agricultural Cooperation

Soil Class Potential % of Total Area
IT Suitable for rainfed and irrigated 8.4
agriculture; few limitations
III Suitable for rainfed agriculture and for
irrigation of high value crops: more
limitations; requires soil conservation
measures 11.0 Croplznd
28.6%
- IV Limited possibilities for field crops; suit-
able for permanent crops (pastures, trees) 9.2
\'4 Severe limiting factors (salinity, drainage,
fertility); requires substantial invest-
ments for field crops such as rice 2.3
VI Suitable for trees and pastures; reguires _
terracing for field crops 13.8 Forest
Potential
VII Suitable for tree crops, forestry and 68.6%
pastures 51.0
VIII Mountain areas and coastal marshes, best
suited as forest or game reserves 3.8
Total 100.0
Total in 1,000 km? 27,700
LAND USE
Irrigated Cropping 2.6 Actually
Rainfed Crops - plains and valleys 10.4 cropped
Rainfed Crops - mountains 29.9 42.9%
Pastures 10.8
Forests 9.3 Actually
Waste lLand 37.0 forested
- e uP 9.3‘
Total 100.0



cludes also grazing land where forest cover is less than 60%.
However, if we include all lands having at least 60% tree
coverage, only 6.7% of the country remained covered in 1978.
Since then, estimates as low as 3% have been given for the
total territory still forested in 1986 (Ehrlich 1986). This
disparity represents a significant waste of scarce natural
resources.

The second main contributory factor is the exploitation
of forest resources through overcutting. The initial ecolo-
gical damage caused by overcutting occurred during the
colonial period in the 17th century, when French plantation
owners cleared vast areas for the production of export crops.
The cutting continued in the 19th and 20th centuries, which
caused irre-versible ecological shifts, particularly in the
xerophytic forest areas. However, by far the major cause of
excessive exploitation of forest resources today is the demand
for fuel-wood and charcoal. In general, firewood is used by
rural inhabitants while urban residents use charcoal. With
increased urbanization, the demand for charcoal has increased
at a rate estimated to be in excess of 5% annually (Voltaire
1979). Since the ratio of wood to charcoal is about four to
one by weight, the increased consumption of charcoal has
greatly accelerated the depletion of forest/shrub areas.
Seventy-three percent of the country's energy needs derive
from local wood. Between 40 - 50 million trees are cut every
year, or between 6 - 8 trees per year per inhabitant (Smucker

1981).



While the large-scale cutting of trees for charcoal pro-
dution is an important cause of deforestation in certain
areas, overall it is very much secondary to the simple expan-
sion of peasant agriculture under conditions of demographic
pressure, erosion, shrinking farm size and soil exhaustion.
These forces have trapped the peasantry in a vicious cycle of
ever-diminishing returns to labor. The degree of parcelization
is clearly evident; 71% of ali production units (generally
family plots) occupy one carreau (one carreau is equal to 1.29
ha) or less and account for 32.5% of the total cultivated area
(Figure 1).

FIGURE 1

SIZE DISTRIBUTION OF CULTIVATED HOLDINGS
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Overall population density for the entire country is 677
individuals per square kilometer (100 ha) of cultivated land
or seven persons per one ha of arable land (Ehrlich 1986)
which is one of the highest population densities in the world.
Yet, if peasant agriculture has been the primary cause of de-
struction of Haiti's forest cover and widespread environmental
degradation, it has been so0 only in response to a whole host
of constraints external to peasant farming itself. Peasant
farming may ultimately prove to have significant potential for
positive impacts on the environment as well. In fact, tradi-
tional features of peasant farming have been instrumental in
the success of current programs to ameliorate environmental
degradation and reverse negative trends as will be discussed
latter.

Past mitigation projects have been inadequate to meet the
challenge of reforestation. Most of the projects failed for
many reasons. Significantly, two factors were identified: the
lack of involvement of local people, and the lack of perceived
benefits of the projects by the local population. Once exter-
nal funding stopped, the land improvement practices ceased.
Planted saplings either died, were browsed by livestock or cut
by the inhabitants. Engineering works quickly went into disre-
pair and, once not maintained, increased land degradation
(Ehrlich 1986). However, one tree planting project, the
Agroforestry Outreach Project (AOP), appears to be successful
in mobilizing the small farmer to plant trees for profit. The

AOP is often cited as one of the few large-scale agroforestry



projects worldwide which has been (and still is being) imple-
mented successfully. Since new far-reaching initiatives need
to be developed and implemented immediately before the last
vestiges of Haiti's forest are forever lost, I decided to
analyze the design and implementation features leading to the
"success"l of the AOP. The author seeks to highlight <the
lessons learnad in the Project which may assist the Government
of Haiti (GOH) or other national and international organiza-
tions to plan and implement sustainable agroforestry projects
which offer the small farmer a real chance to participate in
the sonlution of Haiti's environmental problems.

Haiti is often referred to as a wastepaper basket case
among international environmentalists.2 They claim that even
if optimal landuse strategies were immediately adopted, there
is little hope that the potential productivity of the physical
systems can ever return to former levels. Does this mean we
should disengage from any attempt to assist the Haitian farmer
breaking out of his/her vicious circle of a degrading resource
base? I disagree with this view and hope to convince some of
these pessimists to regain their faith in the possibility of
stopping Haiti's deforestation problem while simultaneously
improving the small farmers' welfare. The outcomes of the AOP
and the lessons learned may motivate them to contribute toward
developing and implementing immediate large-scale landuse

programs.

l TPhe term "success" will be defined and discussed later
in the report.

¢ R. Buschbacher, personal communication, Conservation
Foundation, Washington, D.C., January 1988.



CHAPTER TWO
RATIONALE FOR PROJECT DESIGN

A. Past Forestation Activities in Haiti
1. Government of Haiti (GOH)!

In spite of the staggering loss of renewable wood re~
sources in Haiti, -~ systematic public sector effort has never
existed to manage, protect, and replace the losses by replan-
ting. The responsibility for such an effort falls within the
Ministry of Agriculture, Natural Resources and Rural Develop-
ment (MARNDR), primarily to its Division of Natural Resources
(DRN). Within that Division exists the Service for Soil Cen-

servation, Forests and Wildlife, which has 1legal responsi- .

bility for management of public sector programs concerning
soil erosion and the exploitation/ protection of forest
reserves. The lack of priority placed on the activities of
this service by the GOH is reflected in the fact that it
received approximately 6% of the Ministry's total development
budget over the five-year 1975-1981 period. Its limited per-
sonnel, with few exceptions, is poorly trained and poorly
paid. As a result, GOH operational support for forestry
management or extension programs has been quite limitad.
Nevertheless, the GOH has expressed concern through the
passing of laws and the making of public pronouncements (e.q.,

Declaration of the "Day of the Tree"). The chronology of

1 For a 1ist of abbreviations see page xv.



Haitian laws and decrees on forests is impressive (1926, 1955,
1962, 1968, 1972, 1973), but these generally go unenforced or
partially enforced.

Despite this generally limited role of the GOH, DRN has
undertaken in the past and present significant activities in
the forestry area through assistance projects financed by
various foreign donors. Thus, the extent to which the GOH has
taken positive action in the area of forestry has been a
function of the projects it has co=-sponsored with external
foreign assistance agencies. These are mentioned below in the
"Other Donors" Section.

With the change of government in 1986, reorganization of
the DRN has occurred (and is still occurring). As a result,
the'Service for Soil cConservation, Forest and Wildlife has
been changed into Service for Forest Resources. In conjunction
with FAO and the World Bank, a new national forest program is
being planned which intends to reforest a total of 17,050 ha
by 1993.

2. U.S, Agency for International Development (USAID)

The Agroforestry Outreach Project (AOP) constitutes the
first major USAIDfinanced effort directed at reforestation of
Haiti. Prior to the AOP, USAID/Haiti had carried out activi-
ties mainly in the agricultural/natural resource sector. In
1976, USAID initiated a major Integrated Agricultural Develop-
ment ?rojoct (PDAI). The purpose was to develop the institu-
tional capacity of the Ministry of Agriculture to deliver
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agricultural inputs and services to small farmers, focusing on
selected watershed areas. The Project was confronted with many
problems and suffered many delays in implementation. In 1979
it was redesigned and focused on the provision of assistance
to DRN in administration and the strengthening of its services
in two major watersheds (Les Cayes in Southwest, Jean-Rabel in
Northwest). The amended Project also increased its effort in
soil conservation, which does not call for extensive refores-
tation activities per se, but includes tree-planting schemes
as pari: of the overall watershed erosion control strategy. In
1977, under the Agricultural Development Support Project, the
USAID contracted with a Soil Conservation Technician and a
Forestry Adviser to work with the GOH Ministry of Agriculture
for two years in the Southwest Region. Their activities were
subsequently brought under the supervision of the PDAI
project.

Outside the PDAI project, USAID activities in forestry
have been limited to the approval of several small grants
(each under $5000) to provide material assistance to community
councils or groups which have initiated local efforts to plant

trees in rural Haiti.

3. _Other Donors
FAO/UNDP: The first agency to undertake a project in

Haiti 4involving forestry was the Food and Agricultural
Organization (FAO), with funding from the United Nation's
Development Programme (UNDP). In 1972 the FAO sponsored an
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erosion control/ reforestation project near Les Cayes in the
Southwest Region which resulted in the establishment of a GOH-
supported nursery still operating today, albeit at a reduced
level. Most of the conservation measures undertaken through
the Project were the establishment of erosion control
structures (e.g., terraces, rock walls, ditching) in <the
surrounding watershed areas. These were built principally
through the payment of Food-for-Work rations to peasant
laborers in the area by the World Food Program (WFP).

In 1977, the FAO/UNDP undertook with DRN a project which
focused more broadly on watershed protection and hillside
agriculture. A 1large program of bench terracing, hillside
ditching, and contour planting of fruit and other tree species
was carried out on a large demonstration area (11 ha). Again,
the physical structures prepared on the demonstration plot
were paid for with WFP Food-for-Work rations utilizing local
peasant labor. An addition, a training school was built at the
demonstration site to carry out a hillside agriculture train-
ing program to train extension agents, peasant leaders and
farmers.

Interamerican Development Bank (IDB): Like the FAO, the
IDB is carrying out major projects in Haiti which include
}torcltation activities as an element of a broader development
scheme. The first of these was an erosion control/irrigation
rehabilitation project carried out in cooperation with DRN.
The major works under this Project were the rehabilitation of

the watershed's irrigation and drainage infrastructure, but
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the Project zone included an area of some 2500 ha of hillside
land which were planted with trees and pasture grasses to
deter further erosion.

The other major forestation activity sponsered by the IDB
was a small component of a massive (US $35 million) DIort-au-
Prince drainage/storm sewer project. Under this Project, the
steep mountainside area behind the city was expropriated by
the GOH and was being terraced and reforested through the
Ministry of Transportation and Public Works (TPTC). TPTC hired
peasants to construct coittour terraces and rock walls along
which a variety of tree species were planted. About 800 km of
such contour terraces have been constructed to date and some
300,000 trees planted to reinforce them, but only a small
portion of tha entire Project zone has been covered to date.

World Bank: Up to the beginning of USAID's AOP in 1981,
the World Bank had not yet undertaken specific projects in the
soil conservation/forestry area in Haiti. However, it was
planning a major initiative through MARNDR's Division of
Natural Resources to start a project with various components
such as strengthening of the Forestry Section of MARNDR,
forestry education and training, fuelwood plantations,
management of Haiti's last pine forest and improved cooking
stoves.

Fonds Agricole (W. German): Fonds Agricole has princi-
pally worked with the Haitian American Community Help Orga-
nization (HACHO) in Northwest Haiti since 1976. It has

providéd technical assistance and Food-for-Work rations in
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carrying out programs in agriculture, infrastructure and
forestry. Four nurseries have been established which have been
successful in raising seedlings although extension activities
were limited. Often the tree seedlings prepared were never
planted in the fields. Some plantings have been made on both
private and public lands, primarily using community councils
and HACHO agents as the organizing mechanism. Continous
consultation was being held by HACHO, Fonds Agricole and CARE

on program planning in the Northwest.

vate V ups

There are approximately 100 major international private
voluntary organizations (PVOs) working in Haiti, plus numerous
smaller ones, most of them USA and Canadian based. In addi-
tion, there is a small but growing number of local Haitian
voluntary groups that are actively involved in rural Haiti and
already working in rural development or agricultural activi-
ties. However, it is not clear how many PVOs are actually
working in Haiti. Estimates range from 139 (PNUD 1983) to 400
NGOs (English 1984) spending US $40 million per year. In the
summer of 1980, USAID/ Haiti engaged a substantial number of
such PVOs in discussions of theii existing activities in
forestation efforts and their interest in future initiatives.
These discussions led to the conclusion that although a number
of PVOs had already sponsored small tree-planting programs
over the years, it was difficult or even impossible to deter-

mine their true nature and success rates, due to the lack of
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subsequent monitoring by the groups and the absence of re-
cords. Most of them were willing to involve themseives more
activiely in tree planting activities provided the resources
are available.

Few PVOs had carried out sigificant forestation programs
per se prior to 198l1. The PVOs with the greatest experience in
this field were the international relief agencies, both reli-
gious and secular in character. Among the more important
agencies were Church World Service, CARE, Catholic Relief
Service and the HaitianAmerican Community Help Organization.
The implementation of their forestry related activities were
all dependent on Food-for-Work resources. These were usually
short-term, public works/ food distribution programs and were
not serious attempts to foster peasant agroforestry. A regular
complaint heard from those relief agencies was that their
attention was diverted from planning their cwn activities as
they had to dedicate large amounts of time and energy to
administer and supervise the distribution of food from abroad.
In addition, thess agencies often found themselves in a
position of substantial economic dependence on the interna-
tional agencies. This is most true of HACHO, whose very exis-
tence was threatened by the withdrawal of USAID funding at the
beginning of the Project.

In addition to the PVOs, the existence of community
councils and ad Lhoc communiiy groups which have undertaken
forestation efforts of various kinds should be mentioned. The

GOH ancouraged the formation of these councils in the 1970's
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mainly in response to specific relief efforts or development
projects. In fact, the Food-for-Work programs were all chan-
neled through the community councils. Some councils remain
active on a continuing basis and USAID/Haiti had received
various requests for assistance in carrying out forestation
activities.

There is also a growing movement in several regions to
support the formation of small groups of peasants who join
together to carry out income-generating activities on a
collective basis. These are known as peasant groupmans. These
community work groups were initially formed through the
Duvalierist National Organization for Literacy and Community
Action (ONAAC) and were disbanded after the flight of the ex-
president. These groupmans were tied to the cummunity councils
to carry out various activities it decided upon. At present
the groupmans are in the process of reorganizing with the help
of various PVOs and are forming new community development
organizations which are not related to the community councils
anymore. Although few groupmans had undertaken agroforestry as
an income-generating activity before 198°., there was groupman
interest in this type of enterprise. Thus, there existed the
possibilities of involving such groupmans in numerous

cashgenerating agroforestry projects.

B. Learning from the Past: Conceptual Cornerstones of the AOP
There have been dozens of attempts - some of them local,

some of them large-scale - to implement reforestation projects
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in Haiti during the past 25 years. Only a small number of
these projects can be said to have succeeded, according to
Murray's (1979) analysis. He refers to success as the adoption
of tree planting activities by farmers as part of their own
agrarian practices. Chapter 1IV., Section E will provide
additional criteria for success as it relates to our AOP case
study.

Common characteristics of past failed reforestation
projects were their meager immediate economic value to the
peasant, initial coercion to participate, the use of Food-for-
Work or other incentives and a basic lack of social analysis
in the project design. As a result, tree planting has been
performed out of mechanical compliance with the conditions of
temporary employment, but has not become incorporated into the
economic repertoire of the peasants. One reforestation program
after another hud come in with tha finger-wagging message that
the tree should be seen as a sacred soil-conserving object
which the peasant should plant, but never cut. This attitude
towards trees was in accord with most Haitian laws which
emphasize prohibitions against cutting trees, or the need to
secure permission and/or pay a tax for the privilege of
cutting a free.

Other problems which curtailed the effectiveness of past
reforescation activities were the following:

l, Peasants feared that the trees planted were not theirs.
Even peasants who planted the trees on their own land were

often unsure as to who owns the trees. When questioned, many



said the trees belonged to the company, referring to organi-
zations such as FAO or USAID, or the government.

2. Excessive emphasis was placed on the concept of soil
conservation relative to new economic production activities.
3. Several projects which were implemented through the
community councils became vehicles for the promotion of
existing governmental progams. This resulted from pressures
exerted by the 1line ministries of the government. These
pressures transformed the village-level worker from a
coordinator into a salesman for line-ministry programs.

4. The pressure for quick results led tc rely on the local
elites and consequently led to undesirable patterns of benefit
distribution. These pressures came from the GOH and inter-
national development agencies which had to comply with strict
time and budget requirements.

5. Past donor agencies have focused on institution building of
the public sector responsible for environmental restoration
(i.e., DRN). As a result, the solution of ecological problems
was implicitly treated as a second-order effect to be achieved
through improving the intervention capacity of the public-
sector bureaucracy. However, the chosen public sector was not
capable of producing the intented outputs and benefits. Large
amounts of funds were spent on organizational strengthening
with little immediate performance payoff. By emphasizing the
institution-building aspects of development and by measuring
their own performance in terms of timely and properly accoun-

ted for funds disbursement, the donor agencies have misplaced



their efforts in seeking to produce sustainable benefits for
the rural poor. Thus, new organizational structures had to be
found capable of channeling external resources and expertise
to its intended beneficiary group.

Learning from the failures of past reforestation activi-
ties in Haiti, USAID/Eaiti decided to start a new approach to
treeplanting. Several anthropologists were contracted to
provide background information and project design recommen-
dations. The Project then was designed largely on the basis of
these recommendations (Murray 1979) and some earlier ethno-
graphic literature on the socioeconomic dimensions of village
life already available. As we will see later, inputs from
anthropologists also played a salient role in project imple-
mentation. The USAID/Haiti Project Officer position was ini-
tially held by an anthropologist in addition to two Project
directors of the largest portion of the grant (PADF). The use
of anthropologists in both design and implementation endowed
the Project with several theoretical characteristics and a
particular action orientation that depart somewhat from
standard international development approaches. The differences
between the new and the old, often called blueprint approach,
are briefly discussed in Chapter IV.,Section A.

The AOP is based on the major premise that the Haitian
peasant is too impoverished to afford the luxury of being
seriously concerned with "soil conservation" as a long-term
objective. As a result, widespread soil conservation will

occur in Haiti only as a secondary effect of innovations whose



-primary function from the point of view of the farmer is the
generation of a higher immediate cash income. In fact,
Murray's analysis of an effective erosion control project
based on vegetable growing, concluded that peasants adopted
erosion control devices, not to protect their soil, but to
protect their investment in fertilizers (Murray 1979). Thus,
the most promising erosioncontrol strategy for most of Haiti
was based on the concept of promoting fast-growing wood 2s a
privately owned cash-crop planted Ly peasants on their own
land. Two elements in Haitian economic behavior lend them=~
selves to the adoption of tree cropping, a practice virtually
unknown in Haiti. First, cash cropping is universal in Haiti:;
there is probably no small farmer who does not produce crops
for sale in the highly developed marketing system. Second, the
harvesting and sale of wood was already an elaborate and
important element in rural incomes (see Conway 1979 and
Voltaire 1979). The AOP proposed the joining of the two be-
haviors: instead of cutting natural stands of trees, a way
could be found to enable the small farmers to produce the wood
they sold. The growing demand for wood could be turned to an
advantage and tree cropping could become a new central element .
in the rural economy.

Regarding the implementation of the Project, USAID
decided to bypass the GOH and provide grants to two PVOs with
established grassroots networks and working relationships with
a large number of local groups involved in rural development
in Haiti. A third PVO was involved with seedling production

and experimentation with nursery technologies.



Wi

Briefly, the problem of past failed reforestation pro-
jects stems from the failure of project plannérs to demon-
strate convincingly and then to exploit the economic potential
of certain fast-growing tree species based on agroforestation,
which Murray (1979) describes as the integration of profit-
generating tree planting with tradtional cultivation. The
problem thus resided in the behavior of planning and imple-
menting institutions which mainly focused on the physical and
technical aspects of erosion control and viewed the peasant as
an obstacle. The AOP focused on the economic system promoting
the adoption of trees in such as way that they will mesh with,
rather than interfere with, the pre-existing agrarian and
livestock economy. As a result, the peasant is viewed as a
positive element, and indeed as the only possible agent of
environmental restoration in Haiti. In addition, past projects
overemphasized the technical aspects of tree planting without
recognizing the importance of the institutional, organiza-
tional and motivational dimensions of the task. The new AOP
tried to incorporate these past lessons into its alternative

design and implementation approach.



CHAPTER III
THE AGROFORESTRY OUTREACH PROJECT: OVERALL FRAMEWORK

. oje exrna s viron
This Section outlines the difficult and constrained task
environment in which the AOP had to be implemented. The focus
will be only on the external dimensions of the task environ-
ment since the internal dimension will be explained in Chapter
IV.

Project designers and implementers have relatively little
control over the external task environment, such as national
policies, bureaucratic procedures, existing capabilities and
interests of other organizations, natural and societal condi-
tions under which the Project has to operate, etc. Thus, the
challenge for the designers was to accommodate the AOP with

the existing conditions and yet to bring about changes.

Natural/Physical and Societal Conditions: Haiti's alar-
ming degradation of its resource base has been described in
Chapter I. Its position in the tropics and its mountainous
terrain have created extreme weather conditions and tempera-
ture regimes which vary greatly with altitude. Rainfall
patterns range from less than 300 mm in the Northwest to more
than 3,000 mm in the mountains of the Southwest. Tropical
storms, hurricanes, droughts and floods are frequent. Given

its mountainous terrain, approximately 64% of all lands have

2l



slopes greater than 20%, where most of the country's marginal
lands are found. The AOP is intending to cover the entire
country and therefore has had to adjust its agroforestry tech-
niques to the diverse climatic and edaphic environment. To sum
up, the project had to operate under very harsh and uncertain
natural conditions, such as bad quality of land, droughts and
hurricanes. In addition, the rural farmers to be reached are
very dispersed and hard to reach due to a lack of or inade-
quate infrastructure.

The land tenure system deserves a special word because of
its complexity. Compared to other agrarian societies of the
Western Hemisphere, Haiti: bears the distinction of a low rate
of landlessness and a low incidence of large absentee-owned
land concentirations. The concentrations that do exist are
small in comparison with the latifundios of Latin America and
account for a low percentage of Haiti's land. The peasant of
Haiti is then more often a proprietor than are his/her coun-
terparts in many other societies.

The dynamics of the land tenure system are guided by the
following principles. The contemporary agrarian economy of
Haiti is based on the premise of private property, and offi-
cially, access to a given plot of land rests in the possession
of legal title to the land. However, there is a prevalence of
informal land divisions on inherited plots in order to avoid
'paying fees to the land surveyor and notary. Thus, land divi-
sions are rarely legalized. The result of this process of

bypassing involvement with formal authorities is the almost



total absence of individualized deeds to the hundreds of
thousands of tiny plots that are being cropped throughout the
nation. Probably fewer than one percent of the cultivators in
rural Haiti could present a valid, individualized title to
each and every one of the plots which they report themselves
as owning. This lack of individualized land title could have
an impact on the number of farmers who can participate in the
AOP program since they have to prove somehow they own the land
in order to be eligible for tree seedlings. Fortunately, this
requirement has been loosened and an undivided land title
within the family is sufficient now to prove land ownership.
Peasant tenure is of "mixed" character where farmers
generally work several plots simultaneously under different
arrangements (e.qg., owniﬂg, renting, sharecropping or leasing
their own land to others). Most plots in the land tenure
system are being sharecropped. The typical cultivator begins
as a sharecropper, purchases land in his/her mid-thirties, and
in turn shares this land out with other tenants in the commu-
nity, nonetheless remaining a tenant on one or more plots
himself/herself. An intricate web of intracommunity share-
cropping emerges as the backbone of the contemporary land
tenure system. Fragmentation of land-holdings averages between
five and six plots per family. One by-product of this fragmen-
tation is that the actual plots on which food is produced are
truly small, much too small to support anything than labor-
intensive agrarian activities. Thus, trying to introduce agro-
forestry practices widely under those circumstances does not

gseen rational from the farmers' point of view.



The complex tenure arrarigements, the diverse farm strate-
gies resulting from the great variation in climate, the highly
scattered pattern of multiplot farm units and the dynamic land
tenure system complicated the AOP's effort to engage farmers
in tree planting. In addition, many farmers were distrustful
of foreign agencies due to past bad experiences and were cau-
tious of participating in any new program.

National Policies and Political Context: The Project had
to operate within a highly unstable national context. Policies
regarding soil conservation were unsupportive of the AO0OP and
had the potential to undermine its efforts. For instance, laws
existed prohibiting tree cutting or levying a tax upon its
cutting, though they were generally unenforced and ignored by
the public. Given the weak institutional landscape and lack of
political commitment in the GOH to restore its natural re-
source base upon which future economic development depended,
the Project decided to operate independently of the national
government. Thus, no formal linkages existed between the AOP
and the GOH. The Project designers and implementers assumed
that the national policies and lack of involvement of the GOH
would not affect the eventual Project success.

The GOH has established several mechanisms to control
social and political relations at the district and lower
levels which has often suppressed the emergence of local

leadership or the formation of local organizations. The Rural




Sectionl emerges as the basic unit of local government, which
constitutes perhaps the most critical administrative unit
since more than eight out of ten Haitians live in such Rural
Sections. The government of the Rural Sections hzs been taken
out of the hands of the civil administration and falls stric-
tly under the jurisdiction of the military. Thus, the rural
hinterland is governed by memhers of the military apparatus. A
hierarchy of rural police power exists which penetrates every
village. Under the former President Duvalier, a civilian mili-
tia was formed (the tontons makoutes) which serve as an inter-
nal police force of peasant affairs. The military status of
these authority figures would be somewhat difficult for the
outsider to detect by simple visual inspection. But, many
tontons makoutes are known to abuse their authority to benefit
themselves through coercion, blackmailing and bribes. In fact,
the tontons makoutes are expected to generate most of their
own income in the course of their activities. Thus, if a
tonton makoute becomes an animateur, the farmers may plant
trees out of coercion or fear and not necessarily because of a
change in attitude towards trees. For sustainability reasons
however, the Project decided to work within the existing local
power structures, taking advantage of the already existing
leadership. According to the Project design, it was up to the
local organization to choose animateurs who in some cases will

inevitably be from the local power elite.

1l The Rural Section is the lowest level of Haiti's
contemporary governmental administration in rural areas.
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Capabilities of cooperating organizations: Many of th:
PVOs with which the two implementing agencies decided to
cooperate were marked with serious resource shortages, limited
technical skills and experience with forestation activities.
Their organizational capabilities were too weak to implement
major tree-planting activities. Thus, the AOP was first con-
fronted with the task of building and strengthening the exis-
ting poorly- organized PVOs before it could engage them in any
implementation tasks.

Bureaucratic Regulations: The AOP is funded by USAID
which contracted with two non-governmental organizations
(NGOs) for its implementation. USAID was originally decigned
for the more centralized, service-oriented so-called blue-
print approach, and its structures, systems and norms pose
important barriers to effective local participation. Its rules
and procedures are in:lexible, control oriented, overcentra-
lized and unsuited to 1local variations and unanticipated
changes. The implementing agencies had to comply with certain
USAID procedures and regulations which affected their flexibi-
lity to carry out their Project activities and stimulate local
participation. This theme will be further elaboratec in
Chapter IV., Section A.

All these conditions operated as a constraint upon the
choice of intervention strategies that could be pursued, as
well as upon the eventual success of the chosen intervention.

Let us now turn to the description of this chosen

intervention.
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B. Project Description
The AOP started in Septenber 1981 with a four-year budget

of US $11.5 million. The project was then extended, first for
15 months in January 1985 with another US $3.5 million and
then an additional three years (AOP II) until December 1989.
Total funding of AOP I and AOP II was US $22.8 million.

4. Goal and Purposes
The long-term goal of the Project is to reduce and ulti-

mately reverse the ongoing degradation of Haiti's natural
resources, and thereby raise the productive potential of its
land. The Project, of course, cannot achieve this goal by
itself, but it represents an important initial step in the
Mission's overall strategy in the natural resources area. It
is a results-oriented, high-impact initiative to demonstrate
that the cumulative process of deforestation, soil erosion and
declining agricultural productivity can be slowed and perhaps
even reversed by organized peasant farmer action.

The Project is called an "agroforestry outreach" Project.
An exact definition of agroforestry has been developed by
various advocates and practitioners of agroforestry, but it is
defined by the Project designers as the planting of denuded or
cultivated lands with appropriate tree species in a way that
is consistent with and complementary to the prevailing agra-
rian economy in any given area. Project activities are not
attempting to take land out of food production in order to
plant trees. Rather, the Project is focusing both on inter-
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cropping of trees with food crops and on the intensive crop-
ping of wood or fruit trees on land not being used for food
crops.

The primary purpose of the Project is to motivate Haitian
peasants to plant and maintain six-to-nine-million trees in
Haiti over the life of the Project (four years). This target
has been revised under the extension and AOP II to 27 =- 30
. million treas. A secondary purpose is to obtain reliable
information on the technical, economic and social variables of
reforestation in Haiti. The trees planted under the auspices
of the Project are planted with one or more of the following
objectives in mind, each of which may be considered a
subpurpose of the Project.

Soil cConservation: Trees will be planted on hillsides and
in watersheds as part of an effort to stimulate farmers to
protect their eroding land resource. Other soil conservation
measures (e.g., contour ridging, construction of terraces, use
of chack dams, etc.) will also be undertaken as part of the
subprojects of the implementing agencies which are responsible
for the specific design of these subprojects.

Increased Supply of Fuelwood: Since domestically produced
wood and charcoal currently provide 73% of all energy consumed
in Haiti and the supply of wood resources is diminishing
quickly, prices are rising at an alarming rate. Given the high
cost of alternative fuel sources and the favorable marketing
opportunities for charcoal, the achievement of this subpurpose

will increase the supply of wood for energy in Haiti and
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stimulate wood-production as a cash crop for farmers and
others.

Income Generation: As mentioned previously, the Project
places a major emphasis on the generation of income through
cash-cropping of trees. The Project will attempt to illustrate
to peasants the feasibility of planting an wmaintaining fast
growing, coppicing tree species that provide the possibility
of a relatively near-term harvest of wood. Attempts will also
be made to secure the rental of currently unproductive, priva-
tely and publicly-owned lands through intermediary organiza-
tions. These lands can then be utilized for tree production by
landless local farmers.

These Project goals, purposes and objectives remain un-

changed under the extension of the Project and AOP II.

2. Project Components and Implementatjon Arrangements

The Project is actually an umbrella for five separate
project components (Figure 2). In 1981, three components were
financed through separate grant agreements with established
PVOs in Haiti, and the fourth through arrangements with the
USDA and personal services contracts. The four components are
Operation Double Harvest (ODH), Cooperative for American
Relief Everywhere (CARE), Pan American Development Foundation
(PADF) and the Project Coordination/Technical Support Unit.
The Technical Support Unit was established within the USAID/
Haiti Mission. These four original arrangements were all

extended under the Project extension and, in 1985, a fifth
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component was added when a research contract was awarded to
the University of Maine at Orono (UMO). The l1l8-month research
component was added to better pursue the Project's secondary
purpose of information generation. It included the investiga-
tion of a number of specific topice touching on socio-economic
and technical aspects of agroforestry in Haiti. This research
component will not be discussed further since it had no direct
impact on the Project to facilitate the monitoring and evalua-
tion process of the implementation agencies. In fact, it was
the conclusion of the PVO field representatives and agrono-
mists that the research agenda of the UOM was not responsive
to their field needs, nor did it 1lift the burden of research
off their shoulders (see Talbot 1986).

The contribution of the ODH component will only be
briefly discussed since its program targetted large private
landowners and State lands in the Cul-de-Sac Plain, demon-
strating the feasibility of large-scale tree plantations on
marginal lands. The idea was that such plantations, if suc-
cassful, might ultimately supply a significant portion of the
urban demand for fuelwood, charcoal, poles and lumber, thereby
reducing pressure on rural forest resources and ameliorating
the nation's wood-~based energy crisis.

Given the emphasis of this report on designing and imple-
menting agroforestry projects benefiting small farmers, and
given that the principal target group of the Project are small
landholders, the focus of this report will be on the implemen-
tation agencies CARE and PADF.
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2.1. Operation Double Harvest

Operation Double Harvest is a USA based, non-profit orga-
nization. It is dedicated to the extension of modern agricul-
tural methods and the demonstration of proper landuse in
selected developing countries. ODH came to Haiti at the invi-
tation of the Haitian Minister of Agriculture in 1978 to
establish a 70-acre demonstration farm. The relatively small
size of the USAID grant finances a portion of ODH activities
only in the area of forestry and ODH continues to carry out
its agricultural work with its own funds.

In general summary, ODH has been responsible for large-
scale nursery experimentation and tree seedling production,
select seed storage and distribution, the establishment of
large tree farm demonstrations or "charcoal plantations" near
Port-au-Prince and a program of adaptive research. In these
activities, it was to support the outreach efforts of CARE and
PADF mainly through its timely provision of tree seedlings to
the various local PVOs until decentralized nurseries had been

established.

2.2. Cooperative for American Relief Everywhere (CARE)

The CARE program has focused on the Northwest Peninsula,
where it has worked in rural development for many years. A
minimum number of PVOs are established in this region, which
meant that CARE needed a more direct implementation model
rather than working through subgrantees as PADF did. The
original Project involved significant collaboration with the
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Haitian American Community Help Organization (HACHO) to carry
out jointly the provisions of the US $2.35 million USAID
grant. HACHO was originally a quasi-Haitian multi-function
regional development organization in the Northwest. It carried
out a variety of public works projects through community coun-
cils and utilized food-for-work resources. It was also carry-
ing out an nursery program in four areas of the Northwest and
was eager to to expand this program to other parts of the

Northwest. Under the USAID grant, CARE was to assist HACHO in

its regional forestry program and to enhance its effectiveness

through greater outreach efforts than had been possible pre-
viously. However, HACHO was dissolved in November 1983 and

CARE had to assume the entire Project responsibilities by

itself. HACHO was replaced by the Organization for the Deve-

lopment of the Northwest (ODNO), a regional organization under
the Ministry of Planning. ODNO is still getting started and

CARE's involvement with them remains limited. ODNO has pro-

vided agronomists for the CARE project as well as collabora-

tion in soil erosion control and fruit tree production and
distribution.

The final goal of this Project is to preserve the pro-
ductive capacity of agricultural land owned or farmed by small
farmers in Northwest Haiti. The intermediate objectives to be
met in attaining the final goal are to:

1. Develop one or more replicable and economically viable
agroforestry project models for continued application in
Northwest Haiti by the end of the Project, and

2. Assure the adoption of tree-growing as an appropriate land-

use practice and income generating activity by small
farmers in Northwest Haiti by 1989.
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The final goal continues to apply to the Project during
the extension period and AOP II. The objectives have been
slightly revised under the AOP II to refine the Project's
replicable outreach networks for application in the Northwest
and other areas where government and non-governmental organi-
zational (NGO) presence is weak or not operational; to refine
regional seedling production systems; to continue and expand
on-farm research activities and to collaborate with the inde-
pendent research institution (i.e., UMO); and to continue and
to systematize agroforestry training programs for all levels
of Project personnel.

Organizational Structure: CARE's central office is locat-
ed in Gonnaives. In Phase I, the project established three
regional field offices and added a fourth under Phase II.
These are Bombardopolis, Jean-Rabel, Passe Catabois and Bassin
Bleu (see Project area map in Appendix 1).

CARE hired an expatriate Regional Administrator with
forestry experience and two Regional Foresters with field
experience in Haiti. The Administrator is coordinating activi-
ties in the field, expediting the paper work and serving as
liaison with USAID, PADF, ODH and other organizations asso-
ciated with the Project. The two Foresters are primarily
responsible for organizing the extension component of the
Project and overseeing nursery operations. Each of these
Foresters is supervising two Haitian Agronomists/Extensionists

and two Nursery Managers. Each of these "teams" also utilized
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community agents or "Animateurs"2 to intiate contacts with
community councils and other groups. Their role is principally
to motivate farmers to participate in tree planting activi-
ties. The organizational structure is portrayed in Figure 3.
Outreach Progam: In Phase I CARE generally carried out
its activities directly through its two agroforestry extension
teams. Its approach was to establish central nurseries produ-
cing large numbers of trees with a relatively high input of
modern technologies such as rootrainers, commercial nursery
growing media and chemical fertilizers. Five of these nurser-
ies have been established (1987), each producing an average of
150,000 seedlings per planting season. These nurseries are
staffed by CAREemployed nursery managers and nursery workers.
In addition, CARE began a pilot program with 22 decentralized
community-level nurseries, owned and operated by local groups
or individuals. During the AOP II, this decentralized nursery
concept is being expanded and will :nclude the involvement of
elementary schools. Another component of the outreach program
which has evolved over the last several years is the pilot
procgram for the demonstration and extension of lLeucaena living
hedgerows for soil conservation and alley cropping. Over 88 ha
have been treated through 1986. In AOP II, this component will
be extended. CARE also intends to provide composting and mul-
ching and toconstruct rainwater catchments for soil conser-

vation. A new component to be added in AOP II is improved

2 The role of Animateurs will be further described in
Chapter IV., Section B.



FIGURE 3
ORGANIZATIONAL STRUCTURE OF CARE (AOP 1))
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farming and crop management to help farmers improve their crop
yields. The training and extension component which provides
formal and informal training to project staff and village
extension workers will be further refined during the AOP II
with the addition oi a Project Training Officer, the designa-
tion of a local-hire Training Officer in each outreach region
and the establishment of the CARE-Agroforestry Outreach
Project Training Center Network (CAFTCEN). These regionally
based training centers will provide the technical facilities
and space to accomodate regular training sessions, establish
demonstration plots and produce and utilize multi-media train-
ing and extension materials. In addition, an expatriate
technical team will be hired to provide technical support to
the overall program. Many village meetings, workshops with
farmer groups and village councils are planned. A complete
list of CARE's End-Of-Project Outputs is given in Appendix 2
and Figure 4 provides a schematic umbrella of its activities.

Staffing Pattern: At the start of AOP I, three
International staff people were hired: one Administrator and
two Regional Foresters. The following Haitian staff was hired:
Four Agronomists/Extensionists, four Nursery Managers, 16
Monitors, one accountant, one clerk and three drivers. At each
central nursery, 12 local workers were hired. At the end of
AOP I (1986), an additional Agronomist, 11 Animators and 59
Monitors were hired. Under AOP 1II, three . additional

expatriates were hired: an Agroforester/applied Research




FIGURE 4
SCEMATIC UMBRELLA OF CARE'S ACTIVITIES

TREE PRODUCTION AND OUTPLANTING

income enhancement Acceptlance as !and-use
practice

PHASE

training centralized it tres live species
edge- triels and

extension docontn|llzod production m:. farmer
nurserier for soll case

conservation studies

PRASE 0

CAFTCEN  centra- alley- fruilt live applied
and lized cropping tree hedgerows research and
associated and and agrl- production for soll demonstration
services decentra- cyjtural conservation experiment
lNized Inputs; gardens

nurserles agrofo-
and school restry
nurseries

green fodder

and grasses
for soll

conservation

8¢



39

Specialist, a Forester/Nursery Specialist and a Project
Training Officer. In addition, all four of the regional team
leadership positions will be assumed by national staff
members. They will each be assisted by one senior and two
junior level Agronomists and will supervise the regional team
of Animators, Monitors and nursery personnel.

Monitoring and Evaluation: The reporting system (see
Chapter IV., Section 4) is the basic ongoing Project moni-
toring tool. Intermediate targets are set for each quarter,
and cquarterly results are measured against these targets. Each
year, Project senior staff hold a three day retreat for
reflections on past year's activities and for reassessment of
Project directions. The underlying approach to monitoring and
evaluation is a fluid one. As more is learned about the area
and various project interventions, specific goals and targets
will be changed to reflect the actual situation. This method
ensures a flexible programming design that responds to

changing ecological and sociological/ cultural conditions.

2.3. Pan American Development Foundation (PADF)

The Pan American Development Foundation, with head-
quarters in Washington D.C., is an independent, non-profit
organization established in 1962 by citizens of the United

States, Latin America and Caribbean.

The PADF Proje Pyebwa (Haitian Creole for "the tree

project") supports activities in the areas of seedling




production and distribution, outreach and training, and

applied research. The long-term goals of Proje Pyebwa have

remained unchanged since the early phases of project imple-
mentation. These are to protect the productive potential of

Haiti's land and to generate income in rural areas by pro-

moting tree growing and other ecologically sound land use

practices by small farmers.

The specific objectives of the program are to:

1. Motivate Haitian peasants to establish and maintain viable
agroforestry systems which have a benficial impact on soil
and water conservation,

2. Improve agroforestry practices and technigues through the
establishment of agroforestry demonstration areas and the
training of counterpart Haitian "animateurs agro-
forestiers,"

3. Develop the agroforestry training program for all levels of
the outreach program and provide training tc personnel from
other afforestation programs,

4. Refine seedling production and distribution systems and

5. Encourage the weaning of collaborating private voluntary
organizations (PVOs) from PADF subsidization as they
develop the capacity to become independent.

Outreach Program: PADF operates its entire program
through a preexisting network of PVOs, two-thirds of which are
affiliated with one or another church. In most cases, these
groups have already established some form of community organi-
zation or development project which works directly with the
Haitian peasant farmer. Under a system of subcontracts between
PADF and the local PVOs, PADF provides a local PVO with
planting stock and technical and managerial assistance. These
PVOs, in turn, develop extension teams (animators) who give

seedlings to the farmer and introduce him/her to appropriate



crop establishment and management techniques. Those PVOs with
adaquate capability also develop and manage nurseries for the
production of planting stock. During AOP II, PADF will con-
tinue its present level of outplanting while improving train-
ing materials and PVO expertise. The period of consolidation
will also focus on additional research and documentation of
the program and agroforestry systens.

Organizational Structure: Proje Pyebwa operates in all of
Haiti except the Northwest peninsula (see map in Appendix 3).
In order to implement the Project, PADF established an
Agroforestry Resource Center (ARC) in Port-au-Prince where
general and technical staff provide backstopping and technical
support services to regional production and outreach efforts
across the country. Initial field activity began in three
ragions and expanded to five, each headed by a regional field
team. These field teams serve as a liaison between the PVO and
the Proje Pyebwa office in Port-au-Prince. Each team is res-
pcnsible to select collaborzting PVOs and to assist them in
establishing subprojects. The organizational scheme 1is
presented in Figure 5.

Staffing Pattern: The ARC is headed by an expatriate
Project Director and a Management/Financial Officer. To
improve Proje Pyebwa during AOP II, a three-person technical
assistance team was hired and based at the ARC to monitor and
enhance performance in the areas of applied research,
extension, nursery production, seed selection and procurement.

The team consists of on... expatriate Research Coordinator and

LR



FIGURE 5
ORGANIZATIONAL STRUCTURE OF THE PADF
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Nursery Specialist and a Haitian Nursery Assistant. In ad-
dition, all five of the regional teams will be "staffed up" to
include either five or six Agricultural and Forestry tech-
nicians, headed by a team leader. Team leadership positions in
the five regions are currently held by expatriates in three
instances, and by Haitian Agronomists in two. In those regions
headed by an expatriate, the field team will have a national
Agrononist counterpart for general administrative assistance
and coordination of training. This pattern of co-leadership
will be used to train national staff capable of assuming team
leadership or comparable positions beyond the end-of-project
in the future. The participating PVOs provide and pay for

their own personnel.

2.4. Project Coordination/Technical Support

The "umbrella" nature of the Project required an overall
coordinator to assure that the whole is greater than the sum
ofits parts. This liaison role was created to ensure that
field activities would be consonant with the purposes of the
Project and that the resources to facilitate these activities
flowed smoothly.

The grantees each agreed in their contract with USAID, to
utilize the USAID Project Coordinator and technical support
staff to coordinate its operating norms and procedures with
the other grantees in order to maximize uniformity of stan-
dards and infor-mation exchange, particuiarly with respect to

research, seed and germplasm improvement, training, monitoring



and reporting. For this purpose, an informal Forestry Advisory
Committee was formed at the outset of the Project. The Commit-
tee consists (in addition to the Coordinator) of the USAID
Project Manager, representatives of each grantee organization
and representatives of other 1local and international PVOs
involved in agroforestry activities. The grantees also have to
consult with the Project Coordinator concerning the recruit-
ment, assignment and training of key personnel, as well as
concerning any changes in staffing pattern which might alter
the existing configuration of managerial, administrative,
supervisory and technical responsibilities among key person-
nel. Further, through the joint US Department of Agriculture
Forest Service and USAID funded Forestry Support Program,
special technical assistance is provided to the grantees to
ensure that the research plans of the grantees are well-
designed and implemented. If the grantees are faced with
particular technical problems during the implementation of
their programs, they can apply for short-term technical

assistance through the Project Coordinator.

5 t USA o s_and - e
Initially, the AOP was to complement the activities
undertaken with the DRN through the Integrated Agricultural
Development Project (PDAI) described previously (see Chapter
II., Section A.2.). Given that Haiti lacked technical data on
climate, soil types, prevailing land use, species suitability,

etc., the Project was viewed as an experimental medium-scale



research effort, which was to yield significant technical,
economic and social information on reforestation and soil
conservation in Haiti. This information was to be useful for
designing future USAID efforts and for the GOH and other donor
agencies interested in reforestation and soil conservation
projects. The AOP I together with the PDAI project was thus
regarded as a foundation-building phase from which a more
extensive outreach program could be supported. USAID envi-
sioned two parallel approaches to building .a full-scale,
national natural resource management program by the end of the
decade. One was to continue with its efforts to strengthen
DRN's capability in soil conservation, forestation, irriga-
tion, research and extension areas and to undertake a new
watershed management program. The second was to provide
additional support to PVO outreach programs, perhaps combining
agroforestation and soil conservation activities with other
employment generating activities into a larger NGO resource
center. However, this ambitious program strategy encountered
major obstacles, mainly deriving from the GOH. Due to serious
political instabilities and change of government, the DRN was
reorganized in 1987 and is still in the process of elaborating
a new national forest program. As a result, virtually no
collaboration has occurred between USAID and GOH in the
natural resource sector. Also, no linkages have been created
between the AOP and the DRN and this will reduce the possibi-
lities of future GOH and NGO collaboration in natural resource

management.



However, the information generated under the AOP will
provide the supporting backbone to the recently approved USAID
Les Cayes Watershed Project. Also, the nurseries of the AOP
are supposed to provide the seed and plant material required

to establish vegetative barriers in the Les Cayes Project.

. Limitations of the Project

The AOP is conceptualized principally as an income produ-
cing, not as a reforestation Project. Tree planting locations
are selected by the farmers and in almost all cases trees are
not planted in areas where the trees either maximize their
role in the contrel of soil erosion or water conservation. In
fact, the purpose of the AOP is eventually to harvest the
trees. Thus, very little emphasis is given to the erosion

control function of the tree in the current modus operandi of

the Project. The three year extension period however, intends
to promote more conservation-based farming techniques. The
Project is based on the assumption that agroforestry systems
can restore the soil fertility of Haiti's degraded mountain
slopes. However, no scientific data are currently available to
back up this assumption. In fact, all successful agroforestry
systems which have proven to improve soil conditions are
found on relatively fertile soil (see Sanchez 1987). Given
this uncertainty of the tree's impact on marginal soil, the
Project risks to bypass its main goal, to reverse the ongoning
degradation of Haiti's natural resources and improve the

production potential of its land. This is due to shortcomings



in the technical knowledge base concerning agroforestry when
the Project was designed.

The underlying concept of the AOP was that agroforestry
and other soil conservation measures should be undertaken on
an individual basis, even though the benef{its would increase
if all farmers on a hillside invested in such measures simul-
taneously. For this reason, it was unnecessary, the Project
thought, to strengthen 1local groups such as the groupmans
since their main objective was to carry out activities
communally. Thus, the Project does not contain as one of its
objectives the promotion of stable forms of peasant self-
organization which could themselves mobilize and support the
active involvement of peasant groups in other development
activities besides tree planting. Hence, the advantages and
social synergy of group-powered efforts have not been tapped.

Further, no studies of existing traditional agroforestry
systems in rural Haiti had been conducted before 1986. Thus,
these systems have been completely ignored in the design of
the AOP and were not regarded as a base from which peasant
systems could be expanded and improved (see Balzano 1986).

Even though these limitations exist, their negative
impact can be reduced through the adoption of a flexible
project implementation approach which both CARE and PADF have
done. The only limitation which poses a real problem is the
assumption that agroforestry systems can restore soil
fertility. Many years of research beyond the AOP timeframe are

required to test this assumption. Unfortunately, Haiti's



alarming environmental situation does not permit to wait 15-
20 years before any tree planting activities can occur which
are based on the results of the agroforestry research. Thus,
there was no way how the AOP Project designers could have

avoided this limitation.



CHAPTER IV

IMPLEMENTATION APPROACHES

. _Overview o ementatio oac : e e Vs,
he i ocess Approac

The most controversial feature of the Project is the
nongovernmental nature of its implementation without any
assistance of the GOH. The funds come principally from expa-
triate public sectors. But, the main implementers at the top
are citizens of several donor nations working in collaboration
with hundreds of private local Haitian organizers. The AOP
implementation approach is based on the widespread and well-
founded belief that development funds entrusted to the GOH may
never reach the peasants in any useful form. In fact, based on
previous reforestation activities with the GOH, there is good
reason to doubt whether 3C million trees would have been
planted had the Project gone through the local public sector
channels normally entrusted with such funding.

Trying to classify current rural development implemen-
tation approaches is a complex task and is not the purpose of
this report. It suffices here to note that there is a conti-
nuum of approaches between two extreme project development
models: The so-called "Blueprint" and "Learning-Process"
approach. This Section outlines the main features of both
approaches and tries to place the AOP on this continuum

(Figure 6).
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FIGURE 6

THE AOP "LEARNING PROCESS" / "BLUEPRINT" CONTINUUM
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The blueprint approach (BPA) is typified by certainty on

the part of the designers that the technology and intervention
techniques previously identified are appropriate and, given
good management, will work in a certain environment. It assu-
mes that solutions to problems are known and that projects are
merely vehicles for applying them. Projects are implemented
through conventional bureaucratic structures in which the
project strategy and targets are formulated‘ centrally with
little regard to the willingness or capability of the project
beneficiaries to respond. Given this centralized approach,
inadequate attention is given to deal with social diversity
and highly stratified social structures. The implementing

organization adhers to detailed plans and shows the following



characteristics which are commonly associated with the BPA:
l. Denies errors,

2. Plans projects centrally with little or no interaction with
beneficiaries,

3. Differentiates sharply between the roles of researcher,
planner and administrator which separates knowledge from
decision and from action and

4. Prefers projects that show quick results and are quick to
implement and are capital-, technology-, and import-
intensive.

In addition, the projects designed under this blueprint
strategy lack sufficient integration of technical and social
components and have the nature of the problem ill-dgfined.
Also, projects have a low staff/project cost ratio. Further,
differént people participate in the different phases of the
project cycle and substantial knowledge is lost due to a lack
of transfer from one individual to the next. Often, the only
knowledge base an individual has are the documents written by
the team or person in the previous phase. Sometimes not even
these documents are read due to time pressure. There is limi-
ted personal communication to transfer some of the "unwritten"
experience and knowledge.

Recent development experience has produced a mixed record
for projects designed in this manner. Their programming proce-
dures are better suited to large capital-intensive projects
than to peopie-centered development. Clearly, some development
activities, such as road construction, need to be well speci-
fied prior to implementation. But, other rural development
projects designed in this way have a high incidence of failure

precisely because of their inflexibility, neglect of data



gathering and field testing aimed to improve implementation
and their assumption that appropriate interventions are known
in detail. It is often argued that such projects constitute
only time-bound resource transfers which cannot stimulate
sustainable development processes (Korten 1980).

In contrast, the lLearning Process approach (LPA) begins
with the notion that, more often than not, we have little
knowledge of which specific interventions are likely to work
best over the longrun. Complexities in local social, economic
and political systems make process model designs less clearly
detailed than blueprint designs. Selected interventions are
tried, field tests are frequently conducted, and project acti-
vites are redesigned in accordance with what is learned.
Projects are modified and adapted as knowledge is gained about
their specific environments. Thus, the LPA is based on a dia-
logue with the people in the project area. Ideas are shaped
into project components with the participation of the local
peoéle who will be responsible for carrying out the project.
The LPA requires time and is often a slow change process; it
extends well beyond the programming cycles of most donor and
planning agencies and requires long-term commitment, patience
and continuity of 1leadership. It relies for planning and
implementation of projects on local organizations which have
the capacity to respond to diverse community-defined needs,
and can build from the local skills and values. Other charac-

teristics of the LPA are:



l. Embraces error,

2. Links knowledge-building with action by integrating the
different roles of the researchers, planners, administrator
and local farmers,

3. Requires a high ratio of people to financial input,

4. Prefers small projects with no time or funding limit and

5. Builds on existing systems.

A contrast of both approaches is provided by Table 2.

Korten (1980) posits three stages of the learning process
over time.

1. Learning to be effective: Developing an appropriate solu-
tion to locally defined problems and an effective response
mode.

2. Learning to be efficient: Reducing the cost of response to
achieve a fit with available resources, designing appro-
priate management systems and operating routines and
building a cadre of competent staff.

3. Learning to expand: Applying the systematized problem
definition and response capacity on a wider scale and to
new development problems.

These three stages can be thought of as sequentially
overlapping learning curves that the organization moves along
with the help of the working group. Figure 7 illustrates this
graphically.

The LPA as a concept has been documented by a variety of
rural development specialists. It has been applied to the Gal
Oya Irrigation Project in Sri Lanka (Uphoff 1985) and has in-
fluenced the project design in several PVOs. However, the
implementation of this approach is still in an experimental
phase and few applied case studies are available. One ex-

planation might be that the LPA is practiced by small
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TABLE 2

THE BLUEPRINT AND LEARNING PROCESS APPROACHES IN RURAL
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FIGURE 7

PROGRAM LEARNING CURVES
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organizations which are not concerned with or in a position to
share their experiences with other organizations. They may not
have the incentive or rcsources to publish their knowledge.
Thus, many practical aspects of this new approach remain in
the heads of the practitioners. How can we tap this source of
knowledge and convey it to other organizations and agencies
interested in new approaches?

It is important to understand that this new LFA "model"
is not a static one like the BPA and therefore it is difficult
to develop a methodology. The LPA is a flexible, dynamic
approach which cannot be taken out of its context and repli-
cated elsewhere without modifications and adjustments. The
next section tries to uncover some of the positive achieve-
ments of the AOP approach and its limitations given the con-
text under which it had to operate.

The AOP 1is a curious mixture or hybrid of both

approaches:

BLUEPRINT
CASE

LEARNING PROCESS CASE
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The blueprint case represents the requirements and
procedures of USAID. The learning-process case represents the
two different learning approaches of CARE and PADF. The author
is interested to examine two main interactions and compari-
sons.

1. Within the learning-process case, what distingﬁishes CARE's
from PADF's implementation approach?

2. Given that the learning-process approach had to operate
within the blueprint environment, what were the limitations
which curtailed its effectiveness? How would the Project
have been different if entirely designed according to the
blueprint approach?

The blueprint features of the AOP are as follows:

1. A capital budget has to be spent by a certain deadline.

2. Targets are set for physical achievements such as the
number of tree seedlings planted.

3. Initially the Project was developed by expatriates in accor
dance with standardized procedures that detail in advance
what will be done and how.

4. Most of the leader and organizational positions were held
by expatriates during AoP Ii.

The following are some key elements of the learning-
process approach in the AOP which could not have evolved in a
blueprint approach:

A knowvledge-building "savings-account" developed due to the
continuity of the same professional staff in the various

phases of the Project. The cultural anthropologist G. Murray

1l In AOP II, CARE turned over some of the key personnel
positions to Haitian counterparts and PADF established co-
leaderships to train national staff.
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who was hired by USAID to conduct pre-project design studies,
was able to draw on an extensive knowledge base due to prior
residence and study in Haiti. His involvement continued
through the Project design phase; he was the principal con-
tributor in designing the Project for USAID. Then, he was
hired to head the larger of the two NGO umbrella organizations
for two years (PADF). He was succeeded by another anthropo-
logist who was very familar with the former director's work
and the rationale behind the Project. During his years of
involvement with Haiti and the AOP, Murray had accumulated a
body of knowledge which he took with him from one phase of the
Project to another. Thus, in the early stage of the Project,
all three roles of researcher, planner and administrator were
combined in a siﬁgle individual to ensure that the generated
knowledge was not separated from the decision-making process
and from action. Later on in the Project there was a good
rapport between the researchers who worked¢ closely with
operating personnel and top management spent substantial time
in the field. Such integration is essential to achieve and
sustain rapid, creative adaptation which is characteristic of
the learning process approach. Most of the research undertaken
by each implementation agency served mainly the purpose to
manage the Project and for internal monitoring and evaluation.
Thus, very little information was disseminated outside the
organizations. The mid-term evaluation report conducted by
USAID considered this a major constraint to the Project's

performance. As a result, USAID decided to incorporate a major
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research component into the Project and contracted with the
University of Maine to carry out studies separately from the
direct operational control of the implementation agencies.
This lack of linkages between the researchers and Project
implementers is another reversion to the BPA. After a prede-
termined time, the research team will be disbanded and the
researchers will return to the University to analyze and
publish their data. What remains is an idea reduced to paper
while the implementing organization has been bypassed. This
linkage between research and implementation is necessary to
adapt new ideas and findings to local circumstances.

Both implementing approaches are characterized by a high-

staff to Project cost ratio. For instance, CARE through 1987
allocated 58% of total project costs towards personnel (see
Appendix 4 for CARE and PADF budgets). In addition, they both
learn from their past mistakes through their quarterly evalu-
ation and constant monitoring system. Thus, periodic adjust-
ments are made to improve the performance of their outreach
programs. They also decided to build on the existing system
(local missionary groups, groupmans, PVOs) rather than to
create new organizations. ‘

The AOP also incorporated experimentation, client parti-
cipation and ongoing feedback as explicit design and implemen-
tation features. In addition, Korten's development stages of
the learning process approach are ciearly visible in the AOP
implementation history. Dramatic effectiveness at delivering

trees, securing the active participation of peasants and crea-
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ting outreach capacity has led to a concern for effficiencies.
There have been further program shifts as the Project expan-
ded, with highly focused extension services to boost survival
ratecs and train farmers in appropriate tree management.

How would AOP have differed if entirely designed in the
BPA? First, no pre-project study of the economy and social
organization of the peasants in the region would have been
conducted. The Project design would not have been based on
past lessons from previous soil conservation projects. Second,
the Project would have been designed by technicians focusing
mainly on the technical problems of reforestation rather than
viewing the organizational, motivational and educational tasks
as equally if not more important. Third, the planning and
implementation phase would most likely have been centralized
and authoritarian without including the communities in im-
portant operational decisions. Fourth, the execution of the
Project would possibly have relied on the formation of simple
work gangs paid by food-for-work. Fifth, few feedback mecha-
nism would have been built in the Project to allow for self-
corrections as the Project proceeds. Lastly, people would have
been fitted to the Project rather than the other way around.
The needs and capabilities of the "target group" would not
have been identified and people would have been seen as the
"problem" or main obstacle in the implementation of the
Project rather than as the "solution."

What distinguishes CARE's from PADF's implementation

approach? As has been seen in Chapter III., CARE operates its



own extension network through its Animators and Monitors while
PADF enters into agreements with existing PVOs which implement
the extension component of the Project. Thus, CARE has more
direct control to manage the proper implementation of its
activities while PADF is dependent on the institutional and
administrative capacities of its subgrantees.

Concerning their Learning-Process Approach models, PADF's
and CARE's program learning curves are different. PADF's early
Project emphasis was to establish an outreach effort geared
toward the distribution of enormous numbers of seedlings by
PVOs. As a result, seedling survival and growth rates were
very low in the early project phase. Thus, its focus was on
expansion which according to Korten, is the last stage of the
LPA. In AOP II, PADF has decided to consolidate its program
focusing on the quality of support services rather than the
expansion of tree planting or geographic coverage. In order to
become more effective, it plans to enhance tree survival and
growth rates. PADF will focus on institution and capacity
building of the sub-grantees through training programs for all
levels of the outreach program particularly the Haitian coun-
terpart personnel. It will also continue to conduct an applied
research program to regularly monitor and analyze the findings
of its extension program to improve its effectiveness. This
increased commitment to the quality of technical and outreach
performance requires an increase in cost-per-seedling. This
goes against Korten's second stage, learning-to-be-efficient,

which is concerned with the reduction of input requirement per
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unit of output. Orn the other hand, PADF makes an effort to
move toward this stage during AOP II through its focus on
institutional development. This gradually weans some PVOs from
financial dependence on PADF subgrants and simultaneously
eliminates others which are not performing well. PADF will
also start pilot efforts in seedling sales to peasant clients
to move steadily towards achieving sustainability of their
efforts.

CARE in contrast has more closely followed the program
learning curves outlined in Korten's LPA model. It started
with two centralized nurseries and slowly expanded to five
during AOP I. At the beginning, its focus was on successful
introduction of tree planting activities into a small number
of communities. CARE used the same implementation strategy
when it made the transition from phase one to phase two of
Korten's model, attempting to reduce its inputs through the
establishment of the decentralized nursery system. First,
pilot community nurseries were established as demonstration
models to which peasants from other communities were brought
in an effort to expand the program into a much larger Project
area. However, CARE moved to the expansion phase before it had
reached a high efficiency level in the community nurseries.
This will be discussed further in the sustainability Section
of this study (Chapter VI).
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B. CARE'S PROJECT IMPLEMENTATION APPROACH

. Nursery Operations and Seed Distributio

1l.1. Central Nurseries

CARE's approach has been to establish five regional nur-
series, each producing an average of 150,000 seedlings per
planting season. During AOP II, five additional regional nur-
series will be established. These central nurseries rely on
imported modern technology such as the rootrainers, soil mix,
chemical fertilizers and pesticides. In addition, a high
technical knowledge is required of the nurserymen for the
successful rootrainer seedling production. The main advantages
of the rootrainers are the rapid seedling growth, reliable
seedling quality and ease of transport which are all vital
characteristics upon which the extension component depends.
Thus, the seedling production system depends upon well=-trained
and regularly supervised nurserymen. This dependence is re-
flected in the intensive schedule of training and supervision.
As a result, CARE has developed a very effective nursery
operation system with a well trained cadre of nursery per-
sonnel capable of producing a large number of indigenous and
exotic multipurpose trees. They are produced and delivered to
the sites on a timely basis according to previously esta-
blished planting schedules.

During the first three planting seasons, seedlings were
provided from ODH and transported by truck to various delivery
sites until the regional nursery system was established.

Farmers picked up their seedlings at those sites, or the
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Monitors would deliver to those farmers at a far distance.
Initially, each farmer was required to plant at least 500
seedlings on his/her land but this requirement was gradually
reduced to 200.

l.2. Community Nurseries

In order to experiment with alternatives to the masspro-
duction rootrainer system, CARE started a decentralized
community or family nursery system in 1986. Twenty-two such
nurseries have been established which use plastic sacks, bare-
root and locally=-produced soil mix. Each nursery produces
between 5,000 and 10,000 seedlings per planting season. The
managers of the small nurseries receive a short-course in
nursery management, the necessary seeds and materials. Five to
seven cciunts are paid per viable seedling prior to the tree
distribution and all community nursery workers receive a
salary from CARE. Farmers pick up their seedlings at this
local nursery.

CARE expects that in the near future, such small nurse-
ries will produce a major portion of the total seedlings
planted by the Project each season. Such decentralization will
require an enlarged supervision network which is planned for

the AOP II phase.

1.3. School Nurseries
Beginning in 1987, CARE started to incorporate elementary

school nurseries into its overall program. Each selected
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school has a parcel of land devoted to growing relevant tree
species. Students, learn to operate the nurseries and will be
able to take seedlings home for planting. CARE believes that
an understanding of the importance of trees and proper plan-
ting and management techniques, when introduced at a young
age, will have long-term positive effects. The CARE Agro-
forestry Training Center (CAFTCEN) will serve as the venue for
school teacher training. In addition, CARE will work with the
joint CARE/GOH Integrated Child ©Nutrition and Education
Centers to establish nurseries and tree gardens in these

areas.

l.4. Species Diversity

In response to the demands of participating farmers and
in accordance with the variable microclimates of the four
regions, the nurseries are growing 24 different tree species
(15 multi-purpose and nine fruit tree varieties) supplying a
range of products and uses including timber, fuelwood, forage,
construction poles and fruits. Five of the most widely used
species are nitrogen fixers that also support cfop growth. A
list of the native and exotic tree species distributed in the
AOP is provided in Appendix 1l1.

2. Extension and Training System
The Project design document emphasized that first pri-

ority must be given to the motivational phase of the activi-
ties so that the timing of nursery and planting operations are
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synchronized with the groundwork established in advance by the

extension agents.

2.1. Demonstration Plots

Two months before the first seedlings were cdistributed in
Spring 1982, demonstration areas were prepared and planted
with ODH seedlings. As the Project proceeded, demonstraticn
plots were established with pilot farmers so that other neigh-
bor farmers could come and visit. The establishment of the
CAFTCEN centers during AOP II also provides for demonstration
plots where future farmers are exposed to new planting tech-
niques and exotic species. Seminar and workshop participants
alsc gain hands~-on experience on these plots in such areas as

pruning and grafting.

2.2, Information Flow

The Project has three levels of information dissemina-
tion. The first is the continual exposure to current technical
literature by senior staff, including the Project Manager,
Interﬁational Forester and Senior Agronomist. The second is
dissemination of this information to CARE's own community-
based extension staff, and the third is further dissemination
to participating farmers.

2.3. Strategy
CARE's training and extension is an on-going process and

the key ingredients are: 1) community participation, 2) 1lis-
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tening and encouraging discussion and 3) constant monitoring

to observe impact.

2.4. Training Scheme

The ultimate goal of CARE's training and extension acti-
vities is to motivate farmers to incorporate simple, relevant
techniques to improve tree survival and growtl: rates. The
training schedule has been developed with this in mind and is
described in detail in Appendix 5.

2.5. Audio-visual Material

The Project staff also has developed flip charts with
local peasant drawings which are used by the Project Agrono-
mist and some Animators. The flip chart series focus directly
on particular problems which have surfaced in the project
farmers' tree plantations. In addition, FAO and World Neigh-
bors' film strips are used to train Animators and Monitors. A
Project-wide radio network was also to be installed this year

to facilitate the animation phase.

2.6. Incentives

CARE established initially a maintenance scheme based on
the number of trees that survived since it was worried about
inadequate maintenance and protection of the newly planted
trees. Each participant received a direct payment of US $.05
cents per surviving tree at six-month intervals for a period

of one year. This incentive scheme, however, was abolished



after three planting seasons due to the enthusiastic farmer
participation in the program. With the start of its fruit tree
component in 1985, CARE decided to give five fruit trees as an
incentive to farmers who have already planted trees with the
Project and have shown themselves to be conscientious parti-
cipants.

To sum up, the extension system encompasses farmer group
meetings, village council meetings, site visits by agrono-
mists, on-furm extension by Monitors and workshops for farmers
and senior staff. In addition, each year, all Agronomist (12),
Animators (16) and Monitors (120) receive training to update
and improve their skills. Each season a new set of farmers is
trained in tree-planting activities (approx. 3600). School
children will also be trained in tree management techniques
and regular training seminars and workshops are provided to

the community, school and centralized nurseries.



3. Monitoring and Evaluation

Senior staff continually assess the effectiveness of the
farmer training efforts through regular site visits which try
to reach at least 10% of the participating farmers. Each
Agronomist will make approximately 145 site visits per year to
assist farmers in deciding on a planting configuration, loca-
tion and type of trees to adopt. At the same time he/she
collects socio-economic data on the farm unit and technical
data on the tree performance in order to construct profiles of
at least one percent of the planters. These field visits by
the Agronomists and the Monitors' questionnaires and the
nursery record-keeping system serve as the main tool to
monitor and evaluate the performance of the outreach program.
To measure achievement of the intermediate goals, the follo-
wing indicators are monitored:
1. Number of trees planted and surviving more than 12 months
2. Volume and value of wood represented by surviving trees

3. Number of landowning farmers involved in planting trees on
their land

4. Number of farmers planting trees oun self-motivated basis
and

5. Number of trees planted and maintained by self-motivated
farmers.

The Regional Administrator prepares quarterly progress
and financial reports to USAID on CARE's current and planned
agroforestry activities during the next quarter. The final
quarterly report of the calendar is prepared as an annual
report which also includes CARE's detaiied implementation and

work plan for the coming year and the projected annual budget.



These submissions serve as a basis for joint USAID/CARE review
of Project progress.

USAID will conduct an end-of-project evaluation for the
purpose of evaluating progress and recommending possible
continuation of the Project in 1989. CARE will hold its own

inhouse Project evaluation for the same purposes.

4. Research and Demonstration

Since Project inception, CARE has concentrated on imple-
mentation activities centered around community participation,
extension, tree production and environmental education. Only a
limited amount of staff time and resources have been devoted
to research. The applied research currently undertaken focuses
on collecting and analyzing data from 15 species performance
trials in different ecological 2zones. In addition, senior
extension staff administer questionnaires that provide infor-
mation on planter socio-economic status, site descriptions and
community feedback on the applicability of CARE's technical
package. Trials are also being conducted on nursery practices
such as containers and innoculum. To extend the results of
these trials within and beyond the Project, a series of
technical bulletins have been prepared.

In AOP II, CARE is hiring an expatriate Agroforestry
systems Expert (AFE) in order to integrate field operations
with relevant site specific research. As mentioned before, the
USAID/UMO contracted research has been removed from CARE's

field activities. Thus, the AFE will be the principal CARE
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contact with other entities conducting research under AOP. It
is hoped that there will be better coordination and standardi-
zation for all reporting undertaken by this new research
system.

CARE looks upon research as a form of demonstration and
extension. In AOP II, CARE will experiment with new farming
methods, research tree-crop interactions and develop demon-
stration gardens. All research plots will be on the fields of
interested farmers and on CAFTEN grounds. The objective of
this component is to provide a visual verification for all
farmers in a given area in terms of what possibilities exist
in the areas of alley cropping and hedgerows, local potting
mixes, innoculation (Rhizobium/Frankia/mycorrhizal), product
diversity and small-scale irrigation systems. Results will be
used to increase the effectiveness of the entire extension
package. In addition, documentation will aid other researchers
searching for data on the Northwest and on semi-arid

agroforestrv practices in general.

C. PADF's Project Implementation Approach

As mentioned before, Proje Pyebwa operates its entire
program through a network of community based organizations,
that is, NGO's or PVO's. What services does PADF provide in
order to carry out tree planting activities? The Project
offers grants and technical support services for PVO tree
production, distribution and (follow-up of fast-growing

hardwood seedlings as a peasant field crop.
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1. Subprojects
The regional field team meets with various local PVO's to

familiarize them with the philosophy, goals and procedures of
Proje Pyebwa. Local PVOs include missionary groups, develop-
ment agencies, community councils, farmer cooperatives and
private individuals. In turn, Project staff familiarize them-
selves with the PVO's activities, the ecology of the region
and the types of trees that would be appropriate. In concert
with the PVO, the field team contacts as many peasants as
possible and explains the Project. Based on these meetings, a
joint decision is made on whether or not to proceed with a
local subproject. If the decision is positive, a formal con-
tractual agreement is established between PADF and the local
PVO. This agreement specifies each pérty's contributions and
responsibilities, the number of trees to be planted, the
number of peasant participants and the follow~up to be carriad
out to monitor the survival of trees planted.

An agreement is also entered into with the peasants, in
which the conditions for participation are clearly spelled
out: To plant a minimum of 500 trees on each farmer's own

land.

1.1. Tree Distribution

There are a few direct grants of tree seedlings to local
community organizations, but most of the program is based on
1) tree distribution agreements with PVo's providing tree

extension services directly to small peasant farmers and 2)



DVO0 nursery production agreements, whereby PADF agrees to
purchase tree seedlings conforming to certain standards and
deadlines. When a subproject agreement is signed, the PVO
selects local extension agents (animators), and PADF provides
training, a degree of supervision and cash subsidy for ani-

mator costs.

1.2. Nursery Development

Once a PVO proves itself competent in tree planting and
extension, PADF is willing to assist in nursery construction.
The local PVO supplies land and the water system, aiixd PADF
provides the technology, shadehouse and other nursery supplies
on a credit basis. PADF takes seedlings from the nursery's
first crops as repayment for these advances. When PADF reco-
vers its costs, the Project continues to purchase seedlings at
the standardized rate of US $0.75 per tree from which the
nursery is able to derive a small profit. This constitutes an
incentive for the PVO nursery to produce quality seedlings and
to ¢generate a surplus fund.

In brief, PADF provides financial support to local PVO's
through direct cash advances and through the sale of nurscry
supplies. To support this system, PADF buys and inventories
nursery supplies and then charges these costs to PVO nursery
subprojects on a cash or credit bar.i.s. Usually by the second
season, the new PVO nurseries are free of debt and have repaid
their advances. Cash advances are made to PVO extension sub-

projects for animator payments. The PVO submits animator



payment receipts to the team leader who approves them and
requests an advance from Project headquarters. Each PVO
arranges its own payment scheme to pay the animators ranging
from monthly salaries to payment by the number of participants
recruited. In this system, each regional team leader (a fore-
ster or agronomist) manages a portfolio of 10-to=-20 PVO sub-
projects. In 1986, the Proje Pyebwa network of 80 subprojects,
including 30 small container nurseries, provided seedlings to

30,000 farmers.

1.3. Institutional Development

In general, PADF seeks to strengthen local PVOs as insti-
tutions undertaking activities in nursery production, seedling
distribution and training and extension. Further, it refers
interested PVOs to other sources of funding ard assists them
in preparing the proposals. Finally, it refers PVOs to other

sources of support services unavailable from Proje Pyebwa.

2. Extensjon Proaram

Each PVO has extension agents, or animators, who work
directly with the tree planter. Proje Pyebwa's extension
program strives to properly train and motivate animators to
effectively ¢~ their job. The primary elements of the Proje

Pyebwa extension program are demonstration and training.

2.1. Demonstration
To demonstrate to farmers how quickly the trees grow and

how exotic species can be used, PADF encouraged participating



PVOs to plant plots of trees near churches, schools, roads,
marketplaces and other highly visible places. Many of these
demonstration plots are now utilized for training partici-
pating farmers, animators, assistants and others. In addition,
the establishment of just a few rootrainer nurseries served as
demonstrations for other PVOs which eventually established
their own nurseries. These nurseries repeatedly serve as
training sites for nurserymen from other PVOs. The Project
also assisted PVOs to establish some agroforestry demon-
stration plots (i.e., lLeucaena and corn) and has established

several Leucaena living terraces for erosion control.

2.2. Training

The primary recipient of training are the Animators who
in most cases are themselves farmers. Each year Animators
attend one or two training seminars lasting two ¢r three days
in order to learn technical skills, motivation techniques and
the Animator's role. A sample of an animator's seminar curri-
culum is given in Appendix 6. The Animators are also trained
in the use of information sheets and registration forms.

Training Seminars are held at least annually for project
assistants and subproject coordinators, many of whom assist
with animator seminars. Nurserymen receive on-the-job train-
ing, and attend seminars at least once a year. All training is
in Creole. Project staff assist in training participating
farmers by conducting pre- and post-planting meetings, tree

delivery meetings and several field visits to farm site tree



plots. However, the animator is the person most directly

involved in the training of tree planting farmers.

2.3. Role of Animator and Extension materials

The animator is required to make a minimum of three
visits per year to each participating farmer and his tree
plots. The animator uses the Registration Form (see Appendix
7) to enroll the farmer in the Project and visits the proposed
piece of land where the farmer intends to plant trees (to
offer counsel on tree species, planting systems, etc.). He/she
then proceeds to discuss the principles and technical points
listed on the Registration Form. The Animator also assists
with the pre-planting seminar and the meeting with farmers at
the time of tree delivery. The second visit is done one week
after tree delivery to inspect the trees and to encourage the
farmer to correct their work if the trees are not planted
properly. The third site visit is conducted between 8 and 12
months after tree planting and serves to advise the farmer on
better tree management (weeding, pruning and protection). The
Animator also refers the farmer to the Information Sheet to
encourage him or her to study it.

The Information Sheet (see Appendix 8) is a small booklet
which serves as a guide to explain project principles, the
benefits of trees, different planting systems, tree species
used by the project, etc. The Information Sheet accompanies
the Registration form and is given to each tree planter.

Farmers are encouraged to study the guide, refer to it when-
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ever necessary and share the information with neighbors and
friends. The material in the Information Sheet has subsequent-
ly been combined with drawings and published in the form of a
44-page Tree Planter's Handbook. In 1986, an Animator's Field
Guide was produced in the form of a l32-page reference book

including a series of hand-held flip charts.

3. Research .

PADF had not planned to conduct research as a dominant
activity since its primary mission was to provide tree exten-
sion services to small farmers and community based organiza-
tions. PADF is not interested in conducting research for its
own sake; rather, its findings must have direct application to
the Project so that participating tree planters will be more
successful. In general, data are gathered to monitor Project
activities so that technical and extension aspects of the
Project can be improved. Research began with a series of
questions such as who is planting the trees, what are the most
important factors in tree survival, is tree planting profi-
table as a cash crop, are the extension and training programs
adequate, etc. To shed light on these questions, PADF research
has focused on species trials, village studies, charcoal and
wood market surveys, nursery experiments and growth and
survival studies. All of the data collection is done by PADF
employees. Each of the five team leaders supervises Haitian

technicians who collect and sometimes help process the data.



D. Changes in Project Activities

The original concentration of the Project was on tuelwood
sr>~ies with special attention to the charcoal market. Over
time, constant feedback from the ﬁlanter showed that the pole=-
wood market was perceived by farmers as a prime target and
charcoal production was secondary. As a result, the Project
has adjusted the mix of tree species provided. Currently, a
greater variety of species is available, with a larger compo-
nent of native species (30%). More effort has also gone into
direct seeding of itrees as an alternative to high-input nur-
series. Pilot programs in living terraces on the contour in
the form of Leucaena hedgerows have been introduced by both
implementing agencies. Further, local nursery development was
not envisioned in the original project design; however, in
response to the outreach system, a network of local nurseries
now supplies 80% of PADF seedlings. Unfortunately, CARE's
community nursery system provides less than ten percent of the
total seedlings distributed. In addition, the minimum number
of trees per farmer has been lowered from the original 500
trees per peasant toward fewer trees and more farmers. At the
present time, half of the participating farmer are planting
150 trees per season and the remainder no more than 250 trees
per farmer. Another change, particularly by CARE, was to start
an agricultural component té complemert tree-planting activi-
ties. The AOP has often been critized for calling itself an
"agroforestry" project when its focus was only on tree
planting activities. With this new component it might render

its name more justice.



E. Accomplishments

Success and fallure of a project is best assessed when
the Project ends and outside support is cut off. One of the
best indicators of success is if farmers continue to replant
trees after the first harvest of fast-growing trees. Next, are
farmers willing to buy the seedlings at the full cost from the
local nursery? Are the nurseries operated in a sustaining way?
And, last, have the farmers changed their attitudes toward
trees which will buttress behavioral changes in the 1local
agrarian economy? One indicator of success is if peasants
spontaneously adopt tree-planting activities, copying them
maybe from a neighbor.

The AOP is often cited as an extraordinary success story.
Here are soma of the achievements which back up this credit
rarely given to past reforestation activities in Haiti:
1. Diffusion of new tree planting ideologies and practices

(i.e., small farm forestry as a production system inte-

grated into peasant agriculture, tree cropping for con-

sumption and sale, living terraces for soil conservation),

2. Expansion of the scale of tree seedling production in
Haiti to about 15 million trees per year,

3. Broadening of species selection available to Haitian
farmers,

4. Transfer of new nursery technology (smail container
systemn),

5. Generation of funds from outside donors or clients
directly to nurseries and for the pupose of outreach,

6. Transfer of funds to nurseries via a small margin of
profit which serves as a motivational strategy, a tool for
efficient nursery management, and generation of funds from
tree promotion by PVOs,

7. Capital development of new nurseries with infrastructures
such as water systems, shadehouses, warehouses, seed
orchards, etc.,



8. Training of hundreds of nurserymen and extension agents,
and thousands of peasant farmers, therefore a significant
investment in human resources,

9. Development of training materials and audiovisual aids in
the Creole language,

10. Demonstration to large donors that viable implementation
models exist to serve small community based PVOs in remote
areas and

11. Institutional strengthening of at least 42 local PVOs in
fund raising and other management skills.

However, labelling the AOP case a "success" does not mean
the best possible techniques or strategies were employed or
that all problems have been solved for the rural Haitian
peasant. Success is being defined here in a very -specific
sense:

l. Behavior changes: Have the concepts and practices of
agroforestry become deeply embedded in the repertoire
of local cultivators as a normal practice which
fathers now teach their children?

2. Participation and equity issues: Which segment of
society plants trees? Has local involvement in project
decision-making occured?

3. Sustainability issues: What dependence on outside
inputs persists? Will the project continue after the
funding ends? Does the project effectively combat soil
erosion while at the same time increase the farmers
income? Will there be a continuation of benefit flows
to rural people without the programs or organizations
that stimulated those benefits in the first place?

4. Tree growth and survival: Does the project have a good
tree growth and survival rate?

Taking these indicators as our criteria of success, the
AOP presents a multi-dimensional partial success story. Each
of these issues will be discussed in the following chapters,
except for the quantitative indicators on tree growth and
survival. let us briefly 1list the specific quantitative
Jchievements of CARE and PADF.



Through 1987, both CARE and PADF have been successful in
achieving their targets set for seedling production, number of
participating farmers, sub-grantees and nursery establishments
as stated in the original project proposal. In fact, all have
been met way in excess of their objectives.

With the <ompletion of an 15-month extension period
(through December 1986), the Project has been operating for
ten successive planting seasons since 1982. In this time, it
has distributed nearly 20 million trees to 87,245 peasant tree
planters (including multiple-season, "repeat" participants)
registered in its PVO sponsered subprojects. In addition,
nursery technologies have been transfered to 30 PVO-operated
nurseries and their production capacity has grown to five
million trees per year (see Appendix 9).

On January 1987, CARE's outreach network had reached
27,360 farm families in the Northwest province with training
and tree seedlings to improve their farming system. CARE's
total seedling production (through December 86) is about 6.5
million and current annual production is 1.5 million. Seedling
surinal after 12 months is 63.5%. At present, 86 local
community members are on CARE's payroll which might have
positive effects on the local aconomy. These people have
learned many skills besides tree planting and management
techniques whch are an asset to their communities (i.e.,
organizing time, accounting and reporting) <for future

development activities.
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Through PADF, 172 different PVO's and local groups have
undertaken a total of 535 (seasonal) sub-projects. Seedling
survival is about 50% (after 12 month).

F. Major Problems
Information System: There is a lack of institutional

memory in the AOP. When PVOs, field workers, agronomists,
technical experts and managers leave, so will the information
contained in their heads. However, -inder the new extension
amendment, an Agroforestry Information Clearing House and
Outreach Center is planned in order to retain some of this
information and make it available to the GOH, other PVO's,
international agencies and future AID personel.

Poor record-keeping (and loss of the CARE records),
misinterpretation and lack of basic information were found
throughout the grantees. For example, few of the field per-
sonnel knew where the germplasm of most of the trees origi-
nated. Thus, if the germplasm is not good and the source is
unknown, the same mistakes can be repeated. Likewise, if the
germplasm is good, there is little possibility that more of
the same can be obtained.

Technical Problems: The survival rate was initially low,
often due to low quality of germplasm. This rate is rising
slowly now, but is still below its potential. There is also a
greater demand for trees from Haitian farmers than the ACP can
deliver. In fact, the numbers of trees delivered has been
reduced because of lack of funds. Destruction of trees still

occurs from interference with the local livestock economy.



Soil tests for pH, macro- and micro-nutrients cannot be
made in Haiti often resulting in bad advice to farmers on
species adapted to their microenvironment.

Research Problems: The grantees designed a research
agenda pertinent to their needs. With the addition of the UMO
research component in 1985, the problem of fitting an offi-
clally-designated research unit into an existing research
network arose. New topics were added to the pre-existing
research agenda and complaints emerged about the inflexibility
of the research and lack of responsiveness to grantees' per-
ceived needs. Also, the rapid growth of the Project outreach
without an increass in research staff time has overloaded
Project personnel. In general, research planning and execution
are weak and there is no standardized reporting system.

Extension: No attempt was made to change existing power
structure and little was done to build member controlled local
organizations to deal with other rural development problems.

Future concerns: The sale value of land might raise
significantly after trees have been planted and proven to be
profitable. This could cause a problem for sharecroppers who
are planning to buy a piece of land which might not be affor-
dable for them anymore. This phenomenon can also cause a
problem for many small-holders who do not have a deed for

their land.
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G, Replicability
Though still unfolding, the AOP experience is of special

interest in providing an example and/or wodel of organizatio-
nal change by which a large, established, bureaucratic donor
institution may be able to redesign its program and structures
through a bottom-up, field based learning process.

The experience gained through the AOP implementation
approach with its underlying conceptual cornerstones will be
most relevant to countries which show similar characteristics
as Haiti. These are:

1. Existence and growth of a fuelwood or lumber market such as
charcoal and poles,

2. Reliance of large numbers of cash-needy families on
income derived from cutting trees to supply this market,

3. A rural economy based on cash-cropping,

4. Weak governmental institutions or no government commitment
to carry out tree planting activities and

5. Existence of a large numkbir of local PVOs capable and
interested to carry out an agroforestry project.

If local organizations do not exist (as in the Northwest
of Haiti), a strong local organization would need to be built
or the Project should be channeled through a foreign organi-
zation as with CARE.

To sum up, this section described the main differences
between CARE's and PADF's Project implementation approaches.
CARE established its own central nursery system and carried
out all extension and training activities itself. Over the
course of the Project, it started to decentralize its nursery

systca through the establishment of community and more
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recently, school nurseries. In contrast, PADF operates its
entire program through a network of community based organi-
zations, or so-called PVOs. ln order to support these PVO sub-
grantees, PADF offers grants and technical support services
for tree production, distribution and follow~up of fast-
growing hardwood seedlings as a peasant field crop.

This chapter also discussed the main differences ketween
the blueprint and learning process approaches and outlined the
features of the AOP which show a mixture of both implemen-

tation approaches.



CHAPTER FIVE
PARTICIPATION IN THE PROJECT

A. Framework of Analvsis

Over the past decade, a consensus has evolved among
international development agencies that participation is a
necessary condition for meaningful expansion of rural people's
ability to manage their affairs, control their environment and
enhance their own well-being. The significance of partici-
pation in the development process has been emphasized by many
dovelépment specialists (see Chambers 1986, Gow 1981, Honadle
1979, Uphoff 1985, etc.). They all agree that participation
means much more than an occasional meeting in which project
staff discuss their plans with local farmers in the usual
benefactor-to-beneficiary manner. Participation implies a
systematic local autonomy, in which communities discover the
possibilities of exercising choice and thereby become capable
of managing their own development. This kind of participation
has major implications not only for local populations, but for
governmental and other personnel involved in the management of
development programs as well. Genuine community participation
will require new attitudes and behavior among the staff of
agencies that deal with the poor. It may also lead to new
patterns of distributing power and controlling resources.

iIf "people's participation" is to be more than a trendy

slogan, development planners must face the nuts and bolts of

85
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organizing participation. They need to know the details of who
participates, how they can participate and to what extent they
could participate in project design, execution, evaluation and
monitoring. In this respect, the analysis of these issues in
the AOP tries to address practical &and methodological issues
concerning the integration of popular participation with pro-
ject planning and implementation.

Since there is no absolute standard for judging parti-
cipation, I will be using a slightly modified version of the
analytical framework developed by the Rural Development Com-
mittee at Cornell University (see Figure 8). This framework
clarifies the three "dimensions" of participation: Who parti-
clpates in yhat kinds of activities? And how does this parti-
cipation occurl? Ideally, if "true" participation is to occur,
the project beneficiaries should participate in the decision-
making, resource cooperation and management process of each
phase of the project cycle. As illustrated in Figure 8, the
beneficiary should take initiative to identify the problem and
choose solutions in conjunction with the organization willing
to sponsor such a pfoject or undertaking. Next, the potential
beneficiaries should be included in the planning phase of the
project, deciding on the components, inputs and services to be
provided by each party. Then, participation of the beneficiary
in the implementation phase as well as in reaping the benetfits

1 These concepts and issues are elaborated in J. Cohen and
N. Uphoff's "Rural Developmen* Participation: Concepts and
Measures for Project Design, implementation and Evaluation”,
Ithaca, NY, RDC, Cornell University, 1977.
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LOCAL PARTICIPATION IN THE PROJECT CYCLE
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is crucial if a project is trying to become sustainable.
Deciding how benefits are distributed among the participants
and establishing mechanisms which prevent unequal access to
the benefits are important decisions to be made by both
parties. Last, the beneficiaries should alsc be involved in
monitoring, evaluation and research activities in order to
strengthen their capabilities for self-learning and joint
problem=-solving.

According to our concept of effective participation in
all phases of the project cycle, communities decide what type
of development project they want. Then the implementing
agencies would help them plan their strategies for acquiring
the necessary support to carry out the project. However, if
development agencies were to wait for the peasant communities
of Haiti to spontaneously prioritize tree planting and other
soil conservation techniques, it is unlikely that soil conser-
vation would ever be achieved. The need to undertake a soil
congervation project is thus determined outside the community.
Thus, the initial tasks of the implementing agency engaged in
soil conservation projectz differ from a project whose pro-
blems and solution have been identified by the community
itself. Its strategy is one not of learning vhat the felt
needs of the community are, but of learning what is the most
profitable way to introduce a project the community may never
have thought of or may in fact initially resist. Given that it
is not part of the Haitian peasant economy, tradition or

culture to plant trees, should peasants have the final say in

I
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what types of trees to be planted? The large-scale planting of
fast-growing wood trees as a cash-crop is a concept that has
been unheard of in traditional Haiti.

There exists also the view that local participation is
only possible for small projects, but not for large=-scale
projects which require a more centralized planning approach.
The AOP is considered a large-scale tree-planting Project
trying to cover the entire country. How is it possible to
involve local peasants in this enormous planning task? Let us
turn to the AOP to find out what kind of participation occur-
red and what mechanisms for participation existed. Unfortu-
nately, I lack sufficient data on the local groups and PVOs to
determine if they represent the majority of interest groups in
the rural areas. For instance, no information has been gather-
ed on the number of landless peasants hired by the Project.
Thus, the participation analysis of CARE's and PADF's inple-
mentation approaches is limited by the data I was able to
gather and the interviews conducted with representatives of
both agencies. I will follow the framework illustrated in
Figure 8 and analyze who is participating, how are they parti-
cipating, why and in what phase of the project cycle. Both
implementing agencies are treated separately whera the dif-
ference is important. In addition, suggestions are made how

local participation could have been improved in each phase.

1. Problem Identification/ Finding Solutions
Who identified or diagnoscd the problem? Who chose a

gsolution? Haiti's environmental problems are well-known by the



international development community which is illustrated by
the quantity of past and present soil erosion projects. Gerald
Murray and other researchers were charged with the task of
designing a new solution to an old problem. Based on Murray's
study (1979) of lessons learned from past soil conservation
projects and a number of other wood market studies, USAID
developed the framework of AOP. The Project design team was
composed of USAID project design staff, and contracted Eco-
nomists, Foresters and an Anthropologist (G. Murray). During
this phase, a number of local PVOs were contacted to determine
their experience and interest in participating in tree plan-
ting activities. The design team tried to assess their insti-
tutional capacities to implement such activities. However, the
local PVOs were not involved in making suggestions of how the
problem could be resolved. Neither did Haitian peasants direc-
tly participate in the first phase of the project cycle. At
most, they participated indirectly through the interviews
conducted by Murray. Thus, Murray can be regarded as an inter-
preter of farmers' interests.

Suggestions: How could the local peasants play a more
active role in this phase of problem identification and
choosing solutions? They could be:

1. Consulted in checking the validity of socio=-cultural infor-
mation gathered by outsiders and

2.IProvide historical information about earlier possibly
similar projects and their interpretation of the reasons

for their success or failure.
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Also, rapid rural appraisal techniques could be employed
to determine quickly what the local populations' priorities
are on the most urgent problems, according to the different
social groups in the community. Then a village meeting could
be organized to explain the linkages between soil erosion and
the priority problems identified by the community. After the
community understands these linkages, its members can provide
idesas on how their problems and soil erosion problems could be
solved simultaneously. Thus, this phase constitutes the first
step to engage the community in a dialogue with the implemen-
ting agency and.among the various subgroups within the commu-
nity. Where a local organizational network already exists, the
design team can consult with its members after determining
which segment of the communities the various local'crganiza-
tions represent. The goal of this phase is to combine local
ideas with new, maybe previously unheard, ideas to generate
innovative and creative solutions which benefit most of the
variovs segments of the local population, particularly the

most frecuently ignored, poorest segments.

2. Project Planning

CAPE engaged a forestry consultant in 1981, to provide
technical advice in project design and to analyze various
programming alternatives. Based on her recommendations,
previous lessons from reforestation experience in Haiti and
CARE's experience in agroforestry projects in other barts of

the world, the details of the Project were designed and



planned. To my knowledge, no farmers were consulted to provide
advice on the major decisons to be made by the Project such as
centralized versus decentralized nurseries; location, size and
management system of nurseries; seedling distribution system;
species selaection; recommended planting configurations and
type of extension, training and information system to be deve-
loped; and indicators to measure project success. It was in
this phase that decisions were made by CARE staff that Project
participants had to plant a minimum of 500 trees and that
these had to be planted on his/her own land. These planning
activities were undertaken in conjunction with HACHO, a local
quasi-governmental organization which was also to be involved
in the implementation phase of the Project. Thus, HACHO's
previoué experience with tree planting activities was incor-
porated in this planning phase.

Fortunately, CARE's project design and planning strategy
was based on learning and capacity building and thus contained
a redesign orientation. Faedback mechanisms to check the
Project's underlying assumptions were built into the design,
e.g., periodic revisions of Project organization and objec-
tivee through field visits, reporting system and interaction
with peasants.

PADF relegated some of the project planning tasks to its
subgrantaes. The individual PVOs had to work out the details
of their implementation plans and administrative structure.
However, potential beneficiaries who were not included in - the

membership of these PVOs had no say in this phase. Which PVOs




could participate in the AOP? Any PVO could qualify which
demonstrated its capacity to provide its own resources to
carry out the activities agreed upon with PADF. To sum up, in
this phase, local PVOs had some flexibility to design their
own implementation plan albeit they were limited by the active
role played by PADF in defining their activities in terms of
number of seedlings to be distributed and number of farmers to
be reached. They also had to supply PADF with information
collected through the extension system. Overall, peasants'
experience and ideas were not included in this phase.
Suggestions: The local peasants could have been included
in this planning phase, particularly regarding some technical
decisions. It goes without saying that technologies developed
in close collaboration with the intended users will have a
greater likelihood of adoption than those handed down from
high. The formation of a local advisory group representing the
various segments of the community or simple village meetings
could have provided valuable inputs in this phase. Decisions
on the minimum number of seedlings to be distributed could
have been made together with the beneficiaries, and issues of
land and tree tenure could have been discussed in such

meetings.

3. Implementation
CARE implemented the Project directly by hiring expatri-~

" ates and local staff. Initially, all the key positions were
occupied by foreigners, but in AOP II, some of these positions
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werc gvadually "turned over" to Haitian counterparts. As of
1987, at least four key personnel were still expatriates with
no plans to replace them with Haitians. CARE selected local
people as nursery workers, ;nimators and farmer monitors. CARE
preferred to hire animators and monitors who are literate and
occupy some leadership position within the community. Thus,
given Haiti's low literacy rate, it is wvery unlikely that
landless or the poorest farmers were selected for these posi-
tions. Were women involved in this implementation phase? One
of CARE's four operational regions was headed by a women
Forester until th; end of AOP I. Nearly one half of the people
who work in the community nurseries are women. However, thus
far, the Project has been weak in its use of women in exten-
sion positions. Prior to 1984, no women were involved in the
extension teams and since then, all but two women are employed
as Monitors and none as Animators. As CARE moved toward its
decentralized nursery system, two women's groups were estab-
lished in two areas of the Northwest to manage their own com-
munity nvrsery. The primary motivator to establish these vomen
groups was a female Peace Corps Volunteer who has not been
replaced by a Haitian women yet.

Community meetings and farmer group meetings are other
ways for peasants to participate in this phase of the project
cycle. However, these #.2 mainly motivational and educational
in character and do not provide a forum to exchange ideas in
order to change the implementation strategy. The participating

farmers are the other main implementators of the Project,
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besides the extension agents. They control the Projoct in two
principlal ways: 1) Species selection and 2) agroforestry
configurations. Even though extension agents inform farmers of
the benefits of exotic species and a variety of agroforestry
spacing and tree/ crop combinations, it is the farmer who
makes the final decision on what and how to plant. Initially,
both CARE and PADF emphasized fast-growing exotic species. But
in response to local demand, they quickly included saveral
local species which now comprise a third of the trees planted.

PADF: The subgrantees, their extension network and the
planters, are the main participants in this phase of PADF
work. About two-thirds of the subgrantees are affiliated with
churches, and the rest are groupman and other development
PVOs. These PVOs hiraz local Animators according to their own
selection criteria, but PADF recommends that those are lite-
rate and occupy leadership positions if possible. Several
research reports have shown that various of the Animators
hired work through their affiliated churches or membership
groups and therefore did not serve the needs of all the
potential project participants in the community (Balzano
1986) . This pattern is reinforced when Animators are paid on
the basis of the number of participants they recruit. Nearly
all the members of the groupmans are men. Thus, no female
planters are reached if <the Animators work through their
organizations.

The Animator is trained in his/her activities and does

not have any flexibility to change the extensicn procedures.



96

If he/she fails to comply with the norms established, he/she
is removed from the payroll.

Participation of the farmers occurs in the same way as in
CARE. The planter not cnly decides on the type of tree and
planting configuration, but also contributes his/her own land
and labor. Some type of resource commitment has often been
cited as a necessary element in project success (Gow 1981,
Morss 1976).

Suggestions: A better two-way information flow could have
been established between implementers and beneficiaries. For
instance, criteria for evaluating the performance could be
agreed on between both parties. Opportunities for frequent
Project review between both parties could have produced sug-
gestions on how to make the Project more responsive to local
needs. Also, an effort could have been made to build local
leudership in techniques of influencing change, making
informed decisions, attracting and managing resources to
achieve the objectives, and how to phase in local organiza-
tional responsibilities. Further, the Project could have
experimented with different participatory management styles.
For example, local committees or working groups (representing
the various segments of the community) could have been estab-
lished to cooperate with the implementing agency in carrying
out the aggreed upon activities. Then, regular community
meetings could be held where the rest of the viliagers parti-
cipate, aided by training that enables them to understand the

proceedings and records of the committees.
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4. Benefits

Who has benefitted fiom the Project? Who is the typical
tree planter? Did the Project address the needs of the land-
less or near-landless? Did women participate in the benefits?
What methods did AOP apply to ensure equitable distribution of
Project benefits? Why did peasants participate? This Sectinn
will not distinguish between CARE and PADF except where speci-
fically mentioned since socio-economi:= research concentrated
mainly on the larger PADF implementation agency.

The only check which the 40P provided to ensure equal
benefits, was the limitation on seedling distribution which
was initially set at 500 seedlings and then gradually reduced
to 250. These limits were too high at the begining of the
Project for the smaller landholders to participate. Farmers
with bigger landholdings could come back to get addiitional
seedlings the following year. In some cases, some farmers
signed up for trecs with different Animators to overcome this
tree seedling limit. Thus, the Project did not prevent the
benefits from accruing to the better-off. This is reflected in
the findings of several planter-profile studies (see Balzano
1986, Buffum 1985, Conway 1986) which indicated that partici-
pants have larger landholdings, are mostly male, and are more
literate and own more animals than non-participants. Many
small farmers ™ only afford to plant a few trees, and
possibly for this reason they are sometimes overlooked as
appropriate AOP pa:ticipants by the Animators and Monitors.

Animators may also overlook certain peasants, especially the
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poorest and female ones, due to their misinterpretation of the
tenancy rules for AOP participation which state that trees
should be planted on securely-held land. This can be inter-
preted at the animation levei as trees should be planted on
"bought land" (which has & deed). Despite this, peasants have
been found to plant AOP trees on inherited family land with
nearly the same frequency as they plant on land they have
purchased. Yet the rule may be excluding some sectors from
either registering for AOP or being recruited by Animators/
Monitors as participants. Having only very few female exten-
sionist might have further contributed to the 1low female
participation in tree planting.

The original Project proposal proposed to lease land from
the GOH in order to giva landless farmers the opportunity to
participate in the Project's benefits. This component was
never implemented, however, mainly due to administrative ob-
stacles, as one report explained. Thus, landless ‘armers
(wvhich fortunately comprise only a small percentage of Haitian
rural society) and very small landholders were excluded from

the Project.

Motivation/ Farmers' Decision-Making Framework

The AOP assumed that the planter's main motivation to
participate was the prospect of cash-income in the relative
short-term (four to five years ufter tree planting). However,
planters use a much more complex framework of decision making

as illustrated in Figure 9.
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The project planner has to ask him-/herself how external
factors affecting farmers' decisions about adoption can be
most effectively manipulated to maximize the net social bene-
fit of their internal decision-making. Acoption depends also
on:

1. The felt need by the intended participants for and the
immediacy of the alleged agroforestry benefits,

2. The extent to which related practices are already familiar
and in effect,

3. The level of material and educational inputs necessary and
available to the target areas from outside and

4. The level of risk acceptable to those who must adopt the
changes.
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Why have AOP participants decided to plant trees? Inter-
views by Balzano (1986) and Cunway (1986) have indicated that
farmers generally plant and maintain trees because they per-
ceive them to have economic benefits which can be realized in
increased income. These assumptions will only be tested when
trees currently being cultivated are harvested, and planters
make decisions about whether to allow the stumps to resprout,
to replant seedlings or to discontinue tree cropping.

Observation of tree harvesting activities by the 1982
planters has shown so far that many planters use their trees
as a form of savings, harvesting them when the need for cash
arises rather than according to a silvicultural rotation
schedule. The logic of the harvest appears to be based on
needs for cash or wood rather than on a complete rotation of
the tree crop. Many planters interviewed valued their trees
for their potential multiple uses rather than for a single
product which could be sold. Cultivating such trees is one of
the few opportunities many rural Haitians have for accumu-
lating assets, particularly after the African swine fever
epidemic destroyed all pigs which served such an asset
function. Trees havn also been found by other researchers to
be poor people's assets (Chambers 1987b). Field research has
also shown, that there is probably more non-monetary interest
in AOP trees than have been assumed by the Project designers.
These are:

1. Reducing Uncertainty: Trees diversify farm production and

once mature, can resist drought and can be harvested at any
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time. Mature trees are neither dependent on the seasonal cycle
nor as vulnerable to the vagaries of climate as annual crops
generally are.

2. Domestic Consumption: Many planters interviewed vwere
concerned about their ability to provide housing for them-
selves and their children. Others needed fuelwood for their
small business such as potteries and bakeries.

3. Soil Improvement: Some AOP participants planted seedlings
in anticipation that their trees would help to increase crop
production by reducing soil erosion, boih because their roots
would retain soil and because they would divert water run-off
and catch organic matter being washed down a slope. This
interest was also proven by the initial positive response of
planters to adopt hedgerow planting recommendations.

4. Labor as a Constraint to Agricultural Production: Eighty-
one percent of a random sample of planters interviewed in 1985
employed agricultural labor (Grosenick n.d.). Hired labor is
needed by poorer farmers as well as wealthier ones for crop
production and many farmers said that the lack of cash to hire
labor for land prepafation and weeding was a major problenm.
Tree cropping requires less labor and can help poor farmers to
use their marginal land more appropriately without increasing
their production costs to the same degree as annual crorping.
However, on the other hand, some landlords have converted
sharecropped land into wocdlots and have displaced several
sharecroppers. This displacement of labor might become a

problem in the AOP.



102

Suggestions: The question of tenancy should be placed in
the hands of the individual peasants who are in the best
position to make such a determination. S5pecial arrangements
between owners and sharecroppers or renters could be encou-
raged by the implementing agencies which guarantes the planter
ownership of the trees planted or a sufficient share in the
benefits of tree-planting to motivate him/her to plant and
care for the treex. Further, strategies have to be found to
target particularly the landless and very small landholding
peasant. They could be given hiring priority in the nurseries
or assisted in obtaining land leases from the GOH or absentee
landlords. Other incentive schemes targeted toward the poorer

segments of rural classes are mentioned in Chapter VII.

5. Monitorina/Evaluation and Research
Participation jin evaluation, if planned and controlled by

outsiders and intended basically to meet outsiders' require-
ments, does not qualify as meaningful "participatory evalu-
ation." The main function of the evaluation process should be
to strenghen llocal' capabilities for self-learning and joint
problem-gsolving of the participants as a group (Huizer 1983).
Evaluation can be divided into two areas:

l. Ex Post evaluations are undertaken by short-term consul-
tants to verify whether the project is accomplishing its
intended objectives. The main purpose is to satisfy donor
agencies' requirements to receive information on the project's

success. The emphasis is usually on results.
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2. On Going evaluations are a process undertaken by groups and
organizations involved in planning and implementing the
project in collaboration with the intended beneficiaries/
participants. The purpose is to strengthen the local capabi-
lities for self-learning and 3joint problem-solving. The
emphasis is on the process for what is learned and concluded
by the participants. The process should be self-managed,
introduced and guided by the organizers, but handled by the
farmers themselves.

The criteria for evaluation ideally are to be selected
and agreed by project participants. Motivating farmers to
develop their own evaluation methodology could help to insti-
tutionalize self-critical feedback as a normal procedure of
their activities. Such periodic meetings also facilitate
communijcation within the group. New ideas are exchanged,
information shared and leadership questions can be addressed.
The functions of such self-evaluating meetings include to:

l. Agree on objectives of the organization/group or project,
2. Identify shortcomings in performance,

3. Build group solidarity by facilitating communication within
the group and

4. Determine priorities for improvement in order to reach
consensus on priorities for action (i.e., relevant training
activities can be identified).

Thus, training activities of the Project have to be
tailored to the needs identified by the group. The Project
extensionists could devise relevant training activities in
consultation with farmer representatives. Was there occuring
any systematic, interactive process along these lines in the

AOP ?
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CARE: Monitoring of field activities is mainly done by
the Project staff through the use of questionnaires, farmer
group meetings and field visits. The questionnaires provide
mainly technical information on species selection, survival
and growth. The Monitors and Animators are only responsible to
collect these data and fill out the questionnaires. It is the
senior staff (Haitian Agronomists) who assess continually the
effectiveness of the farmer training efforts through regular
site visits (see Chapter 1IV., Section B.3). The Regional
Forester then compares these achievements with the interme-
diate goals set by CARE utilizing the indicators predetermined
by the Project designers. In-house evaluations are conducted
four times a year and the lessons learned serve as the basis
to plan the next quarter's activities. An ex post evaluation
at the end of AOP I was conducted by several expatriate short-
term consultants and will be repeated at the end of AOP II.

All of CARE's limited research is carried out by senior
staff and tree planters only participate in providing infor-
mation requested by the interviewer or lending their plots for
trial studies. Thus, no formal mechanisms were established
which permitted the development of a more participatory evalu-
ation process which included tree planters. At most, through
field visits and planter group meetings before and after
planting, information was exchanged in both directions, but
rather informally.

PADF: All of the research is performed by PADF staff and

none is done by Animators or tree planters. Initially, a
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series of questionnaires was developed for use by the Ani-
mators in their contact with all tree planters. The purpose of
these forms was to supply the Project with sufficient data for
its research needs and to structure the activities of the
field extension agents. However, after two planting seasons,
the information system was cumbersc-:, and the value of the
data collected was questionable. The Animators were trained in
questionnaire procedures, but their level of literacy, inte-
rest, available time and competence varied considerably and
the data gathered could not be used to answer research
questions (even with revisions and shorter forms). Thus, in
1984, PADF reoriented the planter questionnaire systzm and it
is now used strictly as a tool for extension rather than for
data gathering. The new system developed for data collection
is entirely handled by PADF employees as described in Chapter
IV., Section C. This research serves mainly to monitor the
Project activities and was not based on tha principles of
participatory action research.

Suggestions: Beneficiaries should assess growth and other
measures since they will be the end-users of the trees. Tech-
nical improvements should only be made upon specific requests
by farmers and should not be imposed by outside evaluators.
The field extensionists could have been trained to engage
villagers in gathering and interpreting data on their own
villages and land plots as a consciousness-raising experience.
Such self-evaluation could be part of an annual meeting, maybe

in conjunction with a festivity (which might include serving

food) or a religious event.
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Further, this self-evaluation approach can be utilized to
identify groups which had been particularly successful in
establishing a community-nursery or mobilizing farmers to
participate in the Project. These more successful groups could
be hired or invited to plan and provide training for the less
successful ones. CARE's and PADF's approach so far has been to
drop the less successful subprojects. Maybe AOP could learn
from some of the ewperiences gained in engaging farmers in
agroforestry research elsewhere (see Chavangi 1987 and

Rocheleau 1985, 1987).

To summarize, the role envisioned for the small land-
holder was passive rather than active. They only participated
in the decisions regarding théir own resource allocation. They
received the benefit of free tree seedling and free education/
training in the field of tree management. However, the problem
of unequal distribution of benefits has not been resolved yet,
and no strategy has been devised to address the issue of the
landless farmers.

One possible reason why the AOP was formulated with
little involvement by the Project beneficiaries can be found
in the unwillingness of Project staff to include beneficia-
ries in Project activities because of time constraints and
overriding pressures from USAID to achieve specific output
targets. The two implementing agencies were under pressure to
meet those output targets in order to be candidates for a

Project extension grant. Further, in-house evaluation reports
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indicated that all agroforestry fiela staff were overworked.
Given the financial resources, the amount of area covered, and
requirements for strict adherence to schedules, staff did not
have sufficient time to devote full attention to all aspects
of the Project. None of these circumstances are conducive to
include more peasant participation in Project activities since
it is even more staff- intensive and time-consuming.
Participation must be self-perpetuating, not dependent on
visits by outsiders. To sustain participation in the long run,
the AOP should explcre ways to help build more stable social-

organizational structures within the peasant communities.
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CHAPTER SIX

SUSTAINABILITY OF THE PROJECT

. ew £ s

What is sustainability? How is it achieved? Whose su-
stainability are we concerned with? In order to define su-~
stainability, it is useful to conceptualizé agroforestry as
involving systems instead of projects. This allows one to view
the project environment as a unified system with various en-
vironmental and human subsystem working and ‘interacting at
different levels producing inputs and outputs relating to the
overall operation of the system. Within this sységm, there are
multiple levels of sustainability and we know - according to
systems analysis - that the sustainability of the entire
system is limited by the least sustainable level.;‘ There are
three levels of concern to most agro- and social forestry
projects (Kramer 1987) = the farm, community and the region
(watershed). The farm (household) is the foundation and focus
of most agroforestry development projects (as is also the case
with the AOP). However, farmers depend directly on the second
level, the community for certain resources and services. The
community level refers to the surrounding natural environnent
of the farm and includes the systems that support them all.
This level exerts, depending on how it is managed, a drain or
a boost to the sustainability of the farm as well as the

region, the third level. "Region" in this case refers to a
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large group of communities that may act in a coordinated
fashion to allocate goods and services and their labor. We
could add more levels which are all interdependent as repre-
sented in Figure 10, but for the purpose of this analysis, I
would 1like to concentrate on the farm and local level's
sustainability since these are the levels where external
inputs are channeled. Although the farm can be regarded as the
foundation of sustainability for the system, the surrounding
locality and the people that reside there are the practical
vehicles for development assistance tc¢ reach the farmer. The
structure of communities and the social rules that bind them
together influence in subtle, but strong, ways the potential
for a successful project. The most important factor for the
sustainability of a community is its ability to make its own
decisons, manage its own resources and lead its own develop-
ment.

External assistance is usually given to projects for only
a few years (Honadle 1979). As mentioned previously in Chapter
IV., Section E, one important (if not the most important)
measure of a project's success, however, is what benefits con-
tinue after outside support ends. Thus, the notion of sustain-
ability as a self-driving condition in which benefit flows are
maintained and enhanced 1long after the original external
resources have been exhausted is a key aspect of the concept
of development. Without this dimension, development simply

promises continual dependence.
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For the purpose of assessment, the degree of sustain-
ability may be considered as the percentage of project-
initiated goods and services that is still delivered and
mairtained five years past the termination of donor resource
inputs, the continuation of local action stimulated by the
project and the generation of successor services and ini-
tiatives as a result of project-built local capacity. Ideally,
this assessment would include a visit to the project site five
to ten years after its termination.

When the expatriate funding for the project has comple-
ted, who will carry on? Easily we say our counterpart will. In
reality, the number of projects continued by counterparts in
the absence of donor funds is very small. When community
management of the project's activities is promoted and nur-
tured at the local level, the benefits have at least a chance
of being sustained.

Achieving self-sustaining development, therefore, requi-
res a focus on post-project performance. This focus is depic-
ted in Figure 1ll. In this diagram, the project is shown as the
application of resources to produce a set of goods and servi-
ces that local populations use. This should lead to increased
income and improved well-being among farmers and an expanded
organizational capacity to continue to offer relevant servi-
cas. The central focus, however, should not be to deliver
project services. Instead, it should be on how these services
will be delivered after outside assistance ends. In this

context, every planning and implementation decision should be
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made in the light of the sustainability issue. An emphasis on
immediate production goals such as number of seedlings produ-
ced, leads to project designs, organizational choices, and
management practices that block the transition from the input/
output phase to the maintenance phase. Let us return to our
AOP case study. How would this model apply to the AOP in its
idealized version? In its input phase, external and internal
resources are combined. External resources include nursery
technology (e.g., rootrainer, potting mix), exotic species,
expatriate knowledge and money. Internal resources include
local knowledge, local resources (e.g., land, labor) and local
currency. Joint decisions are made between the foreign donor
and local beneficiary to produce new goods and services in the
output phase such as seedlings, nurseries, demonstration
plots, trained personnel, action-research and farmer-to-farmer
extension services. In this process of developing these goods
and services, the local people participate in their own deve-
lopment and have the opportunity to strengthen their capabi-
lities and build their own channels for expression and accoun-
tability. This results in a change in behavior and commitment
of resources to support¢ those initiatives by the people who
bacame participants in this process; The next challenge is the
transition from the initial intervention to the self-sustain-
ing cycle or the majintenance phase. The goal in this phase is
a breakthrough into a self-sustained microeconomy of tree
cropping. In order to sustain local action, some form of orga-

nizational structure is needed. A common project strategy is



to coopt or create a beneficiary-oriented organization. local
organizations can facilitate collective action by helping
people make decisions or reach consensus and by providing a
communication link with supervising agencies and project per-
sonnel. Often local organizations are valuable as channels of
information about needs for specific services. Moreover,
because they may be primary users of these services, local
organizations have an important role in planning and imple-
menting service deliveries such as tree seedlings and farmer
training in tree management; and as vehicles for distributing
benefits, they can support project equity objectives. Thus,
the purposes of a beneficiary organization are to enhance
participation by providing beneficiaries a mechanism that they
consider to be their own, and to support sustainability by
creating a local entity that can continue appropriate project
functions after the project ends.

Viable local organizations are a necessary, although not
in themselves sufficient, condition for maintaining loczl
action. Often an incentive structure is needed to facilitate
beneficiary response. This may be based on the assumption that
the project a&dresses a basic need (such as increased income)
among the beneficiaries and may itself be an adequate stimulus
to encourage them to respond. GCther approaches are providing
subsidized inputs or increased security of land tenure which
require supportive policies or they can not be implemented.
Other innovative incentive schemes are mentioned in Chapter

VII. Let us now examine the various sustainability components



in the AOP, particularly with respect to the post-project
dynamics or maintenance phase as diagramed in Figure 11. At
the end of this chapter, the author tries to differentiate
between CARE's and PADF's performance when data were available
and/or the differences are important in terms of long-term

sustainability.

st ab

Self-sustainability in this Section refers to the econo-
mic viability of agroforestry, specifically its ability to
continue without a subsidy. Perfectly self-sustained tree
cropping would be financed by capital derived from previous
tree cropping. Perfectly self-sustained organizations would
promote tree cropping with returns from tree cropping.

The most important assumption in the design of the AOP
was that agroforestry in Haiti would be a viable economic
activity at the small-farm level. In 1986, Grosenick (1986a)
tested this assumption by conducting a cost/benefit analysis
of farm-level agroforestry associations in the Project. His
analysis demonstrated that 85% of the AOP plantings ﬁould have
a higher net present value (profit) when compared with conti-
nued production of agricultural crops alone. The model was
based on a sixteen-year cycle of four rotations. Each rotation
lasted four years, with intercropped agricultural species
harvested during the first two years and the trees harvested
at the end of the fourth year. The model assumed that erosion

from continued agricultural cropping without trees would



reduce crop productivity by two percent per year. An example
of the calculations for one such association is given in Table
3.

This model has several limitations. For instance, no dis-
count rate is used in the calculations, and livestock produc-
tion was not included in the model for lack of data. It also
assumed that the value of wood increases each cropping cycle
even though research has shown that the quality of wood de-
creases after several cycles of recoppicing. In addition, a
four-year cycle is too optimistic given the severity of de-
graded lands where the trees are planted. It is also unreal-
istic for poor farmers to wait four years to receive any
benefit from the trees, even though some income is earned
during the first two years from agricultural production.
Nevertheless, this model together with fuelwood and polewood
market studies (Ehrlich 1986, Grosenick 1986b) indicate that
profitable possibilities exist to absorb the wood produced
through the Project. Interviews with tree planters also
indicated that they perceive farm forestry as profitable.
However,'this perception is based on a subsidized activity.
Most seedlings are free and are usually delivered to a point
near the planting site. Technical assistance and follow-up are
also provided free of charge.

Some steps have been taken toward reducing subsidies to
AOP planters. Elimination of the incentive payments was an
important advance, especially given the history of payments
for tree planting in Haiti. Recently, fruit tree seedlings for



TABLE 3
NET BENEFIT FROM AN AOP AGROFORESTRY ASSOCIATION:
SOUTHERN REGION: MAIZE, SORGHUM, CONGO BEAN (US §$)

Year 1 2 3 4 S 6 7 8

Benefits of crops without
trees (forgone production)

Crops with trees:

Net revenues from crops 25.59 25.08 26.11 26,11

Planting costs -2.85

Net revenues from wood 54.39 63.62
Net benefits -2.85 00,00 -24.57 30.3I "2.81 "2 - -"".-~. @L.&4i
Year 9 10 1 12 13 14 15 16

Benefits of crops withcu:
trees (forgone producticn)

Crops with trees:

Net revenues from crops
Planting costs

Net revenues from wood

Net benefits

-21.77 -21.33 -20.91 -20.49 -20.08 -19.68 ~19.28 -18.9
26.11 26.11 26.11 26.11

74.43 87.0°
“3.34 Tq.78 -20.91 53.94 "6.03 6.43 -19.28 68.1

Soyrce: Grosenick 1986a

sale (still at a subsidized price) in Project-supported nurse-
ries were introduced which can be seen as another step toward
at least a nominal fee for all seedlings.

The ability of most peasants to pay for any farm inputs,
however, is severely limited. A recent evaluation of the AOP
recognized that since wood harvesting has only recently begun,

it is still too early for planters to be willing to pay even a



nominal price for Project seedlings (USAID/Haiti 1986). Never-
theless, the evaluation recommended that PADF and CARE begin
introducing cash payments for seedlings on a pilot scale
before the end of the second phase of the Project.

Landholders currently planting seedlings through the
Project obviously vary in their ability to make such invest-
ments. If all subsidies were removed, even those for technical
assistance, the number of peasants able to practice tree crop-
ping would be sharply reduced. This raises two issues: equity
and environmental impact. If only wealthier peasants have
access to seedlings and cror them successfully, then dispari-
ties in rural income will increase even more. In addition,
disparities in the value of land and access to land improve-
ment will increase, leaving poorer peasants even more margi-
nal. Furthermore, from the point of view of environmental
restoration, it is desirable to include as many landholders as
possible, both to cover a wider area with trees and to provide
the largest percentage of the population with an alternative
to cutting natural stands of trees. Thus, the potential envi-
ronmental impact of the AOP would be greatly reduced if onily
the richer landowner participate in tree planting activities.

2. Environmental Sustainabjility

The environmental impact of the AOP is much more dif-
ficult to measure than its economic benefits since its poten-
tial can only be perceived in the long-term future. Neverthe-

less, the integration of trees as perennial crops on farms can



be expected to have a number of beneficial effects on the en-
vironment, both directly and indirectly. Among the direct
effects are reduction of soil loss on slopes, retention of
rainwater in the so0il, creation of microenvironments with re-
duced evapotranspiration, increase of organic matter and (with
some tree species) fixation of nitrogen in the soil.

Tree cultivation is often being cited as an appropriate
land use for steep and eroded sites. However, this is still a
debated issue among socil scientists, since hardly any data
exist which proves this assumption (Sanchez 1987). USAID/Haiti
estimated in 1986 that 40% of the trees planted through PADF
and CARE are on slopes of 20% or more (USAID 1986). But, no
quantitative data about planting on marginal sites are avail-
able in order to measure the potential effects on restoring
certain soil properties.

Indirect protection of the environment is expected as
well. It is assumed that wood from Project farms will replace
wood cut from natural stands. Wood produced from seedlings
already planted through the AOP betweeen 1982 and 1987 is pro-
jected to satisfy two percent of national wood demand in the
1990's (Grosenick l1986a).

Environmental impact and sustainability could be measured
in terms of reduced siltation problems in irrigation systems,
increased agricultural production due to a reduction of soil
loss and increase in organic matter and nitrogen fixation in

the soil. More research on these subject is proposed in AOP

II.



3. Organjzational and Managerjal Sustainabjlity

The environmental restoration of Haiti will be a decades-
long process. Institutional frameworks must be found which can
support this process over the long-term. The sustainability of

these frameworks will be the subject of the next Section.

. ocjo-Organizational S ture to Maintajn Loc

In the most general sense, institutionalization refers to
the establishment of regular patterns of behavior or response,
whether at an individual or at an organizational level. At the
individual level, the AOP is designed to establish the prac-
tice of tree cropping among Haitian landowners. An implicit
objective of the Project is the development and support of
non-governmental organizations capable of promoting tree plan-
ting and other erosion control practices over the long-term.
This is particularly an explicit part of PADF's mandate.

Institutionalization can occur, of course, without being
self-sustained. Tree cropping may be considered successful
even if planters receive a subsidy, for example, in the form
of technical assistance or free seedlings. In this regard, the
AOP is often considered successful. Organizations can effec-
tively promote tree planting over the long-term with the help
of outside funds. It 3s necessary to determine the extent to
which individual and organizational self-sustainability is
possible and at what pace it can be attained.

What type of organizational mechanisms have emérged which

enable the community to sustain the Project activities inde-




pendently of AOP staff and leadership? Has there been created:
1. Local initiative in problem=-solving?

2. Local responsibility for maintaining the assets and
organization?

3. Local organizations assisting the people to further their
self-actualizing process?

Further, have the implementing agencies motivated the
poorest of the poor to get involved in taking development pro-
cesses into their own hands or provided any real organiza-
tional structure for them to do s0? As mentioned in Chapter V
on participation, the poorest have been excluded from the
Project's benefits as a result of certain design features and
therefore no organizational mechanism among them has deve-
loped. In addition, no new social-organizational structures
have been built in the AOP since the objective was to streng-
then existing ones. The community meetings which were orga-
nized by CARE and PADF were only a transitory, short-lived
form of group action. Between the meetings that took place in
the motivational stage and those after the tree seedlings were
planted, no permanent structure of a group action was genera-
ted by AOP in the target communities. The only social struc-
ture that is maintained after the AOP ends are the streng-
thened previously existing PVOs. Relying only on PVOs to pro-
mote agroforestry development has certz.n weaknesses which
will be mentioned in Chapter VII. To my best knowledge, these
existing PVOs have not increased local initiative in problem-
solving "and have not assisted the people to further -their

self-actualizing process.



As the Project moves toward the maintenance phase, seve-
ral questions about organizational sustainability have to be
raised. One is the kind of services PADF and CARE should pro-
vide to PVOs and what services these organizations should
provide to farmexs as the practice of tree cropping becomes
established. Should the AOP continue to provide subsidies and
other support services for tree-planting activities? What
would happen to the PVOs if outside funding from AOP would be
cut off? Most of the small PVOs still lack sufficient tech-
nical competence and economic resources to be self-sustain-
ing. In fact, many PVOs stated to USAID if the Mission cuts
off funds for tree planting through the AOP, their tree plan-
ting programs will terminate (Benge 1985). Other PVOs will
continue their activities since they have managed to find
other outside donors.

Project services have to change in this maintenance phase
to adapt to the change in planter's activities. Once an area
becomes "saturated" with trees, demand for trees will drop and
the planters' activities shift to maintaining, harvesting and
marketing issues. What will happen to the regional and local
nurseries when demand for the seedlings drops? Thus, nurseries
might only be temporal (particularly local ones). Extension-
ists will have to be trained in these new areas to assist the
planters in this new phase. Additional problems will arise
such as transporting wood products from remote areas (particu-
larly given the poor road infrastructure) to the markets, and

the emergence of intermediaries who will absorb the profits of
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the tree planters. In fact, several farmers who harvested
their trees received poor prices for their products since they
lacked information on current market prices and were dependent
on the intermediary to transport their product to the market.
What role can AOP play to assist farmers in the marketing
of their products? PADF and CARE might be able to support the
emergence of small wood-processing industries for lumber, tool
handles and furniture or assist local organizations to estab-
lish marketing cooperatives to produce fruits and other tree
products for exports.l! In fact, one 1local organization
(CODEPLA) has began (with funds .Srom the Canadian Interna-
tional Development Agency) to organize a cooperative that will
sell charcoal directly to the urban market without losses of
profit to intermediaries. Creative ways have to be found to
naintain or even increase the demand for trees, otherwise far-
mers might loose interest in continuing tree planting acti-

vities.

3.2. Nursery Management

Where no incone-generating sustainable nursery arrange-
ment can be established or no community nursery structure can
be devised, alternatives to nurseries need to be found. Most
Project species are expected to produce volunteer seedlings
which could easily be transplanted. Seeds from Project trees

can also be used to produce seedlings in farm-level nurseries

1l several caribbean islands currently have to import fruits
to satisiy their demand. This constitutes one viable export place
for Haiti.
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or be planted directly in fields. Peasant knowledge of seed
collection and treatment, and transplanting volunteer seed-
lings precedes the Project, but its application has not been
widespread. The tree cropping practices developed through the
Project may now stimulate the greater use of "traditional
knowlcdge". Another example is direct seeding as is possible
with Leucaena leucocephala and Eucalyptus camaldulensis, for
example. They leproduce by resprouting and thus, lend them-
selves to several rotations without replanting. An experi-
mental program in hedgerows through direct seeding is cur-
rently being implemented on a small scale in the AOP. Another
alternative 1is the establishment of "tree gardens" as the
Mayas did. Each farmer germinates in these gardens the seeds
of forest trees that will be subsequently transplanted in
their fields as part of their elaborate agroforestry systems
or their forests (Gomez-Pompa 1987). Another alternative would
be to establish community seed orchards where initially a mix
of native and exotic species are planted and allowed to ma-
ture. Farmers are then allowed to collect the "wildlings" and
tfansplant them on their fields. This approach, however,
requires a long waiting period until the trees reach maturity.

Given the emergency of Haiti's environmental (and other)
problems, quicker solutions have to be found. Maybe natural
regeneration mechanisms could be enhanced mainly by introduc-
ing different grazing practices. Or healthy mature trees which
correspond to the farmers' preferred species could be declared

as a live nursery where naturally-propagated seedlings are
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raised. These could maybe be scld to neighbors or traded for
neighbors' species to provide an incentive for the farmer not
to cut down the tree.

The use of natural reproduction and farm-level nurseries
as sources of seed and seedlings has clear implications for
the sustainability of the Project. Tree cropping which is
biologically sustained from the germplasm produced on the farm
itself or nearby farms has a greater chance of surviving re-
ductions in donor interest or ability to support environmen-
tal activities in Haiti. On the other hand, the quality of
seedlings, including their ability to survive their first six
months, will be greatly enhanced by careful selection and
production in a professional nursery.

Both CARE and PADF have begun experimenting with very
small-scale nurseries at the village and even farm level.
While both PADF's "backyard nurseries," and CARE's "decen-
tralized nurseries" are still nascent programs, and it is much
too early to judge their long-term potential, they do repre-
sent another strategy to ensure that some levels of improved
plant propagation would be maintained in the absence of the
Project.

It must be added that these local nurseries are seen as
complementing rather than replacing the regional production
nurseries. Higher-order services such as quality control,
supervision, maintenance of germplasm quality and the conti-
nued introduction of improved technologies and techniques, all

depend upon the regional system. Again, for the foreseeable
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future, the Project's long-term, large-scale impact has to be
predicated on the regional nursery and outreach system now in
place, which must be maintained by major donor financing, un-
til such time as it can be taken over by an efficient public

sector.

3.3. Research/Monitoring and Evaluation

All research, monitoring and evaluation tasks are carried
out by professional staff of CARE and PADF. Monitors are in-
volved to a certain extent in collecting data, but have never
been trained in data interpretation and therefore have not
developed an understanding of the importance and meaning of
such activities. The same statement is true for the peasants
who were never included and trained in pérticipatory action
research activities. They have not been introduced to the con-
cept of self-evaluation as a process to foment the emergence
of organizational structures capable to take initiative in
local problem-solving. Once outside funding stops, research,
monitoring and evaluation activities will stop too. PVOs which
manage to receive their own funding might continue to perform
ex-post evaluations to satisfy donor requirements and might

even engage in certain research activities.

4. Technical Sustainability
The nursery technology used in the AOP is often cited as

a key element in its tree distribution success. However, as

mentioned before, this technology is dependent on imported
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plastic seedling containers (particularly rootrainers) and im-
ported materials for potting mixes. Without a plastics indus-
try in Haiti, substitution of imported seedling containers
seems unlikely. However, the advantages of the containers
currently used are so great, mainly for easy transportation,
that their continued importation is considered justified by
the Project planners and implementers. Maybe some type of
recycling system could be introduced, such as the use of a
deposit on the rootrainer, in order to cut the dependency on
imports sbmewhat. The production of potting mixes appears to
be more elastic in terms of import substitution. However,
attempts to create viable mixes with local materials such as
sugar cane waste and rice hulls have not been consistently
.successful. Operation Double Harvest has developed a local
potting mix called "Haiti Mix," which has been successful in
its own nursery. There have been problems in the supply of raw
materials, however, and PADF's and CARE's regional nurseries
have not been able to use the mix successfully. At the local
level, there has been a lot of discussion about each nursery
producing its own "Haiti Mix" compost for the potting soil in
order to rely less on regional and foreign inputs. However,
several Foresters believe this is impractical since it takes a
high level of technical competence and considerable amount of
time to make organic nursery mixes which most PVOs unfortuna-
tely do not have. A central mechanized operation seems more
appropriate to produce the Haiti Mix. This would also facili-
tate the inoculation of the mix with mycorrhizal fungi which
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improves survival and growth of the trees, particularly on
disturbed and eroded sites.

Composting at the local level has been introduced more
successfully, however, even though it is considered very time
consuming and less effective than using the imported potting
medium. The search of a viable local potting mix is continuing
in the second phase of the Project.

The procurement of seed from local sources has grown
through the course of the Project, as seed sources have multi-
plied. ODH has created a seed orchard for several exotic spe-
cies, and CARE and PADF are developing other sources of sup-
ply. As the PADF and CARE have increased the ratio of indi-
genous species in their programs, the identification of local
sources of viable seeds has expanded. AOP II includes a con-
tract for a seed collection and tree improvement program which

will further reduce the dependency on imported exotic species.

5. Behavioral Change and Social Ene ssues

The Project was setting objectives that required a modi-
fied productive behavior. Did the individual farmers respond
as expected? The Project has succeeded in stimulating
unpre-cedented peasant interest in tree planting. The strong
focus of the Project on training and education activities has
in-creased the public awareness toward the environment, tree
planting, and viewing trees as a crop. There is a continued
widespread demand for trees and extension services, and every

season groups have to be turned down due to budgetary and
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personnel limitations. In addition, farmers have improved
their compliance with several of the techniques that the
Project teaches for planting and management of trees, such as
proper spacing, use of water catchments, weeding and pruning.
Another indicator of the farmers' change in attitudes toward
trees is the tree survival rate which has steadily increased
since 1984. This was mainly due to better tree maintenance.
Another indicator is the presence of a large number of farmers
who have spontaneously planted trees without being registered
with the Project. They received the tree seedlings from a
neighbor or friend. However, observations of farmers harvest-
ing their first trees, have shown that they do not necessarily
view the tree as a wood crop to be harvested like an agricul-
tural crop (see Chapter V., Section A.4.). Farmers viewed
trees more like a savings account (i.e., like pigs before the
African swine fever epidemic broke out in 1978), rather than a
crop which is harvested regularly.

Concerning social energy issues, the Project did not have
the objective to "improve the community orientation of the
peasant." Its main concern is assisting farmers to treat wood
as a crop. In fact, particularly PADF Project personnel are
very skeptical about requests for Y“communally-owned woodlots"
which come from organizers of peasants who are trying to
encourage peasants to become more "community minded." In reg-
ions where peasant groupmans do have some communally- run pro-
ductive activities, the Project furnishes trees to such group-

mans, but only where the peasant members of the group are also



willing to take trees for their own personal land as well. The
Project tends to ascertain whether a "communal organization"
proposal truly corresponds to what the peasants in the region
are interested in undertaking, or is rather the "pet project"
of some higher-level development professional (Murray 1984).
Thus, the Project has not served the role of a catalyst that
is trying to solicit the hidden potential and advantages of
synergistic group efforts (Uphoff 1987).

B. CARE

CARE's centralized nursery system depends on a high level
of imported technologies. It considers this the most efficient
way to produce large amounts of high quality seedlings. How-
ever, in the absence of international support, the operation
of these nurseries would cease. In addition, importing growing
media, rootrainers, germplasms, fertilizers and pesticides,
innocula and shade structures involves rather complicated pro-
curement methods and would be difficult to obtain by local
PVOs. Could not the GOH continue to operate these nurseries?
CARE has received no support from the governmental agencies
and no linkages have been forged so far which could lead to an
eventual transfer to the public sector. Even in case such a
transfer occurs, the operation will always be subsidized by
the GOH unless farmers are able and willing to pay the real
cost of the seedling production.

CARE is currently trying to reduce some of the dependen-
cies in imported technologies through experimenting with a



Haitian potting mix, local shading systems, composting and
developing seed orchards. Another problem is the dependency on
paid extension staff and lack of counterpart organizations.
Reliance on a paid extension staff will cause problems when
individual communities take on full responsibility for the
work. CARE is currently concentrating on recruiting volunteers
to work with extension staff and on establishing comaunity-
based nurseries which employ voluntary labor. This decentra-
lized voluntary nursery system is introduced in communities
where the level of motivation promises that dependence on
outside assistance can in the future be replaced by sustain-
able self-help schemes such as multipurpose tree, fruit tree
and vegetable nurseries. However, self-sufficiency seems to be
far in the future for hardwood seedling production in commu-
nity nurseries (and perhaps might never occur). No one would
be willing to pay for a species that they could get for free
in the central nursery.

Regarding social energy issues, CARE's AOP I exit report
(McKenna 1987) mentioned that enthusiasm among community nur-
sery workers was lagging and there was no spirit of community
participation. In fact, problems of jealousy often arose in
the community because only a few people received money for
producing seedlings. It appears that local action depends on
paid labor since they were continously asking for a raise in
their "salaries." On the other hand, two women's groups have
been established which comprise the most motivated of the

community nursery workers. The groups have been so successful



that women in many of the neighboring communities have reques-
ted CARE to assist them in forming their own group.

Even though CARE's decentralized nursery system moves a
step further towards a self-sustaining maintenance cycle,
problems of imported technology dependence and paid nursery
and extension workers still exist and are likely to continue
into the future. There appears to be the potential to produce
all nursery inputs locally even though efficiency and quality
control might suffer to a certain degree. For instance, other
types of containers (rather than plastic bags or small con-
tainer systems) could be used that can be made on-site, as
well as bare-rooting. Another techniques would be the earth-
ball pot which is a mixture of heavy clay soil and compost
that is molded around the roots of seedbed-grown seedlings at
transplanting size. Further, CARE could stimulate and encou-
rage the formation of local groups (i.e. women groups, group=-
mans) to experiment with innovative organizational structures
to maintain nursery operations. Given the high motivation
level among women nursery workers, women Monitors and Anima-
tors could be encouraged to start groups with interested women
in their own localities. Such groups need not have a nursery
as the main focus of their efforts but could have a for-profit
vegetable seedling nursery which is selling trees (maybe
subsidized) on the side. Or they could start small-scale fruit
processing operations.

In order to reduce problems with paying laborers, volun-

tary rotation schemes could be arranged where each contribu-



ting laborer gets compensated with a number of seedlings
according to his/her labor input. In addition, more ties could
be created with the governmental agricultural extensionists to
train them in nursery and agroforestry management in order to
assist the formation of such groups in the future when funding
terminates.

It is CARE's opinion that the decentralized nursery con-
cept, once perfected from a technical point of view, may hold
the key to long-term project sustainability in the absence of
continued external funding. This decentralized nursery system
has the following advantages to:

1. Introduce communities and individuals to the idea of
seedling production as a small business enterprise,

2. Reduce the Project's dependence on the high input root-
trainer nurseries whose high recurrent cost must eventually
be reduced,

3. Reduce logistical problems associated with seedling
transport by growing the seedlings nearer to the plantation
sites and

4. Involve communities and individuals more fully in the
entire reforestation process - from seed to seedling to
tree plantation.

However, even though community-managed nurseries might be
an essential ingredient of a sustainable resource management
system, at the end of the Project, this decentralized system
will have produced and distributed only 0.6 million plasticbag
seedlings, less than 10% of CARE's seedling production between
1986 and 1989.

The expaision of CARE's program for the demonstration and
extension of Leucaena living hedgerows through direct seeding
might be another step to move toward a sustainable maintenance

phase of the tree planting activities.



C. PADF

Concerning economic sustainability, PADF has assisted
cooperating PVOs to seek independent sources of funding to
further extend tree planting. Thus, some PVOs have managed to
reduce their vulnerability to a single source of income and
are able to generate their own funding in case PADF's finan-
cial support will terminate.

The "seedling purchase agreement" system employed by PADF
in its nursery production network, based on the production of
seedlings for-profit by PVO-operated nurseries, is currently
fully subsidized, either by PADF of other donors who purchase
seedlings. With an assured market (i.e., at a fixed price for
their seedlings), these PADF-supported nurseries are operating
at a profit, and are able to pay off their initial capitali-
zation costs within one to two years. Profits are turned back
into their agrcforestry programs and help underwrite nursery
expansion and/ or some outreach expenses. The goal is that
eventually the peasant consumer, rather than the donor organi-
zaticn, will be bearing these costs and supporting at least
the local production system itself. Again, this development
presupposes both the peasant's willingness to pay anything at
all fbr the seedlings, and his/her ability to pay their fair
market value. As mentioned before, because the returns to that
investment are relatively longer-term than those to other in-
vestments, it may not be possible for all potentially inte-
rested participants to pay the real costs involved. Special
incentive systems might be needed which will be discussed in

the last chapter.



The same suggestions about how to reduce some of CARE's
nursery import dependencies are also applicable to PADF's PVO
nursery system.

To conclude the subject of sustainability, "To think that
the AOP (or its subcomponents) will reach the stage of self-
sufficiency in the next few years is naive".2 Reforestation of
any kind is a long-term effort and to educate farmers to rea-
lize the value of trees (to a stage where they purchase trees
if they can afford them) will take 10 to 15 years. However,
there is potential to make some of the activities under the
AOP self-sustaining. For example, once the value of contour
hedgerows is demonstrated in terms of increasing agricultural
production and rural incomes, farmers might begin to establish
Leucaena hedgerows on their own since no nursery technology is
required. More farmers could be encouraged to produce Leucaena
seeds for other soil conservation efforts in Haiti and future
project activities. This would generate additional cash. Also,
the establishment of school nurseries, linking reforestation
to child nutrition, offers promise of making nurseries self-
sustaining. CARE is currently experimenting with this strate-
gy. The Project also hopes that with the introduction of im-
proved fruit trees and the development of markets (maybe for

export), farmers will begin to purchase the fruit tree seed-

lings.

¢ Interview with Michael Benge, USAID, Science and
Technology Advisor, FENR Agroforestation, Washington, D.C.,
January 19, 1988.




Has the AOP managed to create a new social and moral
climate bringing forth individual talent and collective action
from the farming community for which potential already exis-
ted, but which was dormant? Maybe during AOP II and beyond,
such talent and collective action can be stimulated.

Let us turn to the lessons learned from the AOP which
might assist other organizations to design and implement
agroforestry projects which have the potential to become self-

sustaining.



CHAPTER SEVEN
LESSONS LEARNED: KEY ELEMENTS TOWARDS SELF-SUSTAINING
AGROFORESTRY DEVELOPMENT PROCESSES

What are the lessons learned so far from the AOP which
might assist other organizations interested in experimental
agroforestry design and implementation approaches? This Chap-
ter summarizes these findings and also identifies concerns

which have arisen during Project implementation.

A. General Considerations
" Agroforestry Project Experiments: Agroforestry projects seek-

ing to bring about sustained change need to be viewed as expe-
riments. The experimental orientation of the AOP to design and
implementation highlights the importance of flexibility, error
da2tection, correction and adaptation. Project flexibility is
particularly important in an environment that is characterized
by frequent institutional and political changes such as Haiti.
The AOP underwent evolutionary shifts in the Project's program
as staff learned what worked and what needed modification. For
example, the Project experimented with cash subsidies to pea-
sants for planting trees, but dropped them when they proved to
be unnecessary.

shift in Focus: Development agencies in the past have cverem-
phasized the theme of "protecting the soil from erosion." For

erosion control projects targeted towaird small farmers, the
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choice of erosion control techniques may be determined less by
the erosion control efficiency of the particular measure than
by the ability of the measure to contribute to the profit-
making or other objectives of the peasant. This is the main
reason why the AOP focused on tree planting rather than on
terracing and wall building and other labor-intensive soil
conservation techniques which do not provide the farmer with
immediate benefits. Projects introducing these techniques have
been found to be profitable only with the concurrent planting
of cash crops using fertilizers. The difference between ferti-
lizer-assisted yields and traditional crops is large enough to
motivate erosion control investment.

In short, widespread soil conservation will occur in
Haiti only as a secondary effect of innovations whose primary
function from the point of view of the farmer is the genera-
tion of a higher immediate income or the satisfaction of

certain needs and preferences.

B. Project Cycle Considerations

Among the stages of the conventional blueprint project
cycle (identification, formulation, appraisal, implementation
and evaluation), the identification phase is very often ne-
glected and fails to take into account the needs of the inten-
ded beaneficiaries. This has often led to "solving" the wrong
problem in past soil conservation projects in Haiti. The
learning process approach, on the other hand, emphasizes this

phase since accurate identification of ‘armers' and other con-
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straints in the rural social system is crucial to the design
of projects if these are to have the desired results. This
implies that enough time will have to be spent at the outset
of the project development on sccial studies in order to de-
fine the type of strategies and incentives needed to elicit
farmers' cooperation. A 1list of important social variables
necessary to consider when designing agroforestry projects is

provided in Appendix 10.

The establishment of constructive channels of communi-
cation should begin during the needs analysis in the project
identification phase. If a participatory environment is not
established from the beginning, it is more difficult to esta-
blish it later. Special effort should be made to involve
villagers in the initiation and design of local project acti-
vities. Even though it is more time consuming, the effort may
pay off in enhanced local interest and response. Examples of
ways to ensure beneficiaries' participation are to:

1. Include them in the decision-making process in all phases
in the project cycle,

2. Involve them in gathering socio-economic data, and checking
the validity of socio-cultural information gathered by out
siders,

3. Involve beneficiaries in keeping records of tree planting
activities for monitoring and evaluation purposes of the
project,

4. Involve farmers in writing extension manuals in order to

assist the new extensionists in carrying out their work and
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5. Solicite technical knowledge and historical information
from farmers about earlier and possibly similar projects
and the reasons for their success or failure.

Engaging farmers in discussions of a technical nature is
particularly important in areas such as Haiti where 1little
climatic information or systematic soil data exist. Farmers
can assist in designing agroforestry systems since they are
most familiar what the limiting factors affecting their land

are.

C. Motivational Aspects to Sustain Participation

One lesson that has emerged from the AOP is that fuelwood
scarcities, by themselves, rarely seem to be a sufficient
incentive for people to grow trees (see Section D.l. in this
Chapter). Further, since farmers get little benefit from wood-
lot land after the first one to two years, farmers with small
holdings can seldom afford to maintain them long enough to get
a profitable harvest. If we want these small farmers to parti-
cipate in the benefits of tree planting activities, some as-
sistance has to be provided to replace their forgone income
from the land. Special incentive schemes can be devised to
encourage the participation of the poorer and landless far-
mers. For example:

1. Access to Credit: subsidized loan programs could be pro-
vided or where the farmers continue to produce agricultural
crops, access to credit could be assured. Special arrange-

ments could be negotiated with lending institutions to pro-
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vide credit to formerly "credit unworthy" farmers. Trees
could be regarded as a collateral to provide banks with a
certain security.
2. Advanced Payment: the value of trees at the end of five
years may be estimated based on current market prices. Then,
the farmer nmight receive every cropping season a fraction of
this amount in anticipation of the future harvest. At harvest
time, he/she will only receive the differential between what
he/she was already paid and the current value of the tree.
Another alternative is to enter into an agreement with lumber-
mills which pay, in anticipation of the future harvest each
year, a fraction of the final value of the trees. This would
serve as another incentive to protect and maintain the tree
throughout 1its entire life-cycle. A similar idea has been
introduced by the Western Indian Match Company (WIMCO) in
Uttar Pradesh. This scheme could also be implemented by a NGO.
The main disadvantage, however, of such a scheme are its high
administrative and organizational implementation costs.
3. Fertilizer or other Agricultural Inputs: access to agricul-
tural inputs could be provided to farmers who agree to plant
trees.
4. Land Title: given Haiti's situation of "deedlessness",
granting formal legal title could be used as an incentive to
promote tree-planting.

Other examples how to include marginal groups in the

Project's benefits are listed in Section G.1l. of this Chapter.
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Future profitability of trees has been cited as an impor-
tant incentive to participate in the AOP. However, farmers
with small holdings lack economies of scale for cutting,
transport and marketing. The prices they get may be signifi-
cantly lower than the prices paid to larger operations. Indi-
vidual farmers are also in a poor position vis-a-vis tree crop
buyers. In regions where tree farming is relatively new, mar-
kets are likely to be poorly developed. The price oscillations
caused by these marketing constraints may be too great to
sustain participation by individual farmers who cannot afford
such risks. Thus, if organizations promoting tree crops do not
plan adequately for marketing, they may be setting farmers up
for disappointing returns and disenchantment with trees as a
crop. Such organizations could promote tree-grower cooper-
atives or assist farmers in marketing their products. Various
other market support measures could be introduced if agree-
ments with the government can be reached such as favorable
wood prices, and governmental assistance in wood marketing.
This would ensure a guaranteed market for wood products,
providing a strong incentive for farmers to establish and
maintain trees.

There are also technical constraints which might under-
mine the profitability of farm forestry due to inadequate
follow-up by extensionists to advise farmers regarding mana-
gement practices. In this regard, the AOP has set a good
example on the importance to provide sufficient technical
follow-up to assure that farmers' benefits from the trees are

substantial enough to sustain their commitment.
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D. Technical Considerations

oice o and e Decisjons

The Project began with the assumption that rapid cash
returns to market-oriented fuelwood production would be the
major driving fcrce behind acceptance of the seedlings. The
promotion of charcoal trees also had the advantage that being
resistant to drought and unfavorable soil conditions, they
could survive where other types of trees (especially fruit
trees) could not. However, integration of tree planting into a
farmer's farming system entails'use of multipurpose species
which satisfy his/her needs not only for fuelwood, but also
for shade, fodder, construction poles, etc. Species suitable
for animal fodder, with fuelwood as a secondary rather than
primary benefit, integrate better into a farming system with a

livestock component. This points to the importance of under-

standing the farmers' decisjon-making process in order to

match the choice of tree species, tree planting purpose and
tree management practices effectively with the farmers' com-
plex calculus of survival needs. This reaffirms the need to
include farmers in the decisions to be made regarding tech-
nical aspects of project design.

Participants have repeatedly demonstrated that they are
interested in 1) a wide range of end-products, 2) slower
growing species that produce higher value timber, 3) fruit
trees, 4) construction wood and lumber, 5) production of a
variety of end=-products for home consumption rather than sale

and 6) the value of standing trees for a number of reasons
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("banking account", soil conservation, aesthetics, etc.). This

has proven to be the case even in areas where charcoal produc-

tion is a "traditional" local activity.

The relative mix of species used in the Project has

tended to vary significantly over the past six years; howev:r,

in response to farmers' preferences and survival and growth

data of the Project's trees, the following key characteristics

in the choice of species have been determined:

1.

5.

Peasant Interest: The species must ultimately be acceptable
to the farmer. This is difficult for the farmer to assess
in the case of exotic species brought into the community:
nevertheless the concerns of the client are a determining
feature of species selection. Once farmers gain experience
with new species, they express certain preferences. There-
fore, it is important to understand the farmers' decision-
making framework in tree planting as elaborated in Chapter
V.

Hardiness: Trees should demonstrate resistance to drought,
insects, disease, and be hardy to growing conditions on
highly degraded planting sites.

Hardwoods: The Project specialized in fast-growing tropical
hardwoods, but due to farmers' interest, it had to diver-
sify its species and is now introducing fruit and forage
species. In addition, it is also experimenting to introduce
certain commercial export species such as cacao. For a
listing of native and exotic species distributed, see
Appendix 11.

Intercropping: Trees should lend themselves to intercropp-
ing arrangements and not interfere with the farmers' food
and livestock production. This may take the form of agro-
forestry systems (i.e., alleycropping, hedgerows) or tree-
cropping in which the trees have a relatively neutral rela-
tionship to other cultigens (i.e., border plantings).

Limited Maintenance Requirements: Farmers clearly favor the
cultivation of species which require relatively few labor
inputs, mainly due to labor shortages and limited capital
available to hire labor.

Fast Rates of Growth: The Project selects trees which have
a relatively quick turnaround time in terms of harvest and
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regrowth (4-6 years).1 This is an incentive in an agricul-
tural context where perennials have a slower rate of return
on the farmer's investment compared to annuals.

7. Re-coppicing: Trees are preferred which re-sprout after
being harvested. This lends itself to several cycles of re-
growth and harvest and promotes tree cropping as a renew-
able natural resource.

8. Nitrogen Fixation: There is a preference for trees which
are beneficial for soil improvement and green manure, even
though no research so far has demonstrated such beneficial
effects. Such trees lend themselves to intercropping with
food crops.

9. End Use: The Project has introduced trees which lend them
selves to fuelwood use. This was inconsistent with farmers'
interest in multipurpose species. Thus, species selection
has to take into account the farmer's end use of trees
(e.g., for construction, poles, home consumption, market,
fencing, soil conservatio:n, etc.).

The Project intended to plant trees on plots where moun-
tain agriculture is practiced. If the trees can be planted at
the beginning of the cropping cycle, they will not interfere
with traditional cultivation and will be freed from the danger
of animals, since peasants take strong precautions against the
entry of animals into such garden land. The survival rate of
trees planted on mountain garden land was much higher than
that of trees planted on marginal pasture land. This is mainly
due to the destruction of trees by animals grazing on the
latter.

Project designers have to realize that there are a number
of different potential beneficiaries or "social actors" and
that they are not equally served by different agroforestry

technologies. The appropriateness of various tree-planting

1l with the introduction of precious hardwood species for
construction purposes and fruit trees, the length of the harvest
cycle has increased significantly, however.
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technologies to one or another local situation is not neutral
to social structure. The socio-economic characteristics of the
farmers and the dynamics of the local tenure system and land
availability will determine which technology is most appro-
priate in a given situation. Again, letting the farmer decide
which species to plant and the planting technique to adopt
appears the easiest solution to this complex problem. The AOP
provided an example of how extension workers can play a less
directive, but supportive role to farmers who tailor the
planting configurations and choice of species to their own

particular needs and local site conditions.

2. Nursery Decisions

é.l. Centralized vs. Decentralized Nurseries

In a centralized nursery, seedlings are planted and cared
for by nursery specialists. These large nurseries are usually
run by paid professionals. Peasants merely receive the ship-
ments of plants when they are ready to treat the hillside.
The main advantage is the efficient production and better
quality control. The main disadvantage is the dependence on
the outside for costly inputs. Further, the decision about
what to plant in nurseries is not made by the peasants, but by
the nursery organizer.

In a community nursery, peasants are responsible for the
entire process, sowing, watering and caring for their own
nursery stock. The advantages are: more involvement of pea-

sants in the decision-making about which trees to grow; they
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make a resource commitment through the contribution of their
labor which is often regarded as a crucial element for creat-
ing sustainable projects and less depcndence on outside ac-
tions. The main disadvantage is that the technical skills of
the participants maybe low (particularly if a rotational
management schedule is arranged) which may result in lower
quality seedlings and higher costs of production. The major
tradeoff bet:ween the two options appears to be between effi-
ciency/quality of seedling and local participation =-sustaina-
bility issues.

The key to self-sufficiency of community nurseries lies
in the production of high-demand plants that can he sold for
at least a fraction of their production cost. Production of
fruit trees and grafted trees with improved buds, could pro-
vide one way to make these nurseries more self-sustaining. In
fact, in some areas in Haiti, farmers pay up to $5 for a graft

with imported budwood.2

2.2. Number of Seedlings to be Distributed

We learned from the AOP that the initial 500 seedling
requirement per farmer was too high and created an entry
barrier for smaller landholders. If a prior study could have
estimated how many trees a family needed to become self-
sufficient in its fuel and tree-product needs, a more appro-

priate answer could have helped to set limits on the distri-

2 Interview with Michael Benge, USAID, Science and
Technology Avisor, FENR Agroforestation, Washington, D.C., 19
January, 1988.
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bution of seedlings. Estimates have ranged from a low as 25
trees to as high as 250. A study in West Bengal, India has
demonstrated how a 20 square meter area of closely spaced (1 x
0.5 m) biannually cropped Leucaena can supply a family's fuel-
wood and fodder needs. That is only 55 trees (Energy/Develop-

ment International 1986).

2.3. Spacing of Trees
This topic will be briefly discussed in the next Section

on Protection and Maintenance.

2.4. Planting Configurations

What type of planting is to be encouraged depends on land
distribution patterns, the goal of the project, and the needs
and priorities of the beneficiaries. The AOP initially encou-
raged block planting since it proposed that farmers use trees
as a cash crop. As the Project proceeded, other planting con-
figurations were encouraged such as hedgerows and boundary

plantings.

2.5. Timing of Nursery Activities with Extension

Past reforestation tasks had the tendency to define the
establishment of a nursery as the principal and most proble-
matic task of the project. Thus, many projects have found
themselves with rapidly maturing nurseries before it was
decided who the beneficiaries of the seedlings would be. The

experience of AOP has shown that the major task is not a tech-
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nical one of establishing a nursery, but the organizational/
motivational task of inducing communities to plant and main-
tain the trees.

In addition to timing nursery activities with the moti-
vational aspects of tree planting, there is a need to trans-
plant the seedlings at a time when there will be rainfall in
the recipient community. Thus, nursery activities and ship-

ments have to be coordinated with the climate of the recipient

comnmunities.
3. Protection and Maintenance

Project results showed that peasants can be motivated to
plant trees, but are less likely to maintain them. Extension
and training should strongly emphasize critical, low-input
procedures for enhancing seedling survival. Maybe other main-
tenance incentive schemes can be explored, such as listed in
Section C of this Chapter. Also, species should be very hardy,
requiring minimum protection and care.

The principle destruction of trees stems from the inter-
ference with the local livestock economy. What provisions did
AOP provide for the protection of trees? Experience indicates
that peasants are more likely to take care of trees if the
trees are planted close together in a row (1 m apart) and if
several rows are juxtaposed to form a mini-lot. This creates
an impressive visual package which the peasant is less likely
to expose to an animal. If each mini-lot is separated from the

next by about 15 m of open field, the peasant has space to tie
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livestock. Trees should also be planted close to home so they
can be better protected from livestock and thieves.

The practice of planting trees and abandoning them to
hazard can be avoided by incorporating a maintenance phase
into the project plan. Various incentive schemes can be provi-
ded to farmers to encourage them to maintain their trees.
Several examples have been given in Section C of this Chapter.
Frequent visits by the animator or extensionist are necessary
to provide the necessary support in this maintenance phase of

the project.

. Land Us an
In order to increase the effectiveness of erosion control
purpose of the Project, it should be designed to incorporate
all watershed inhabitants into rehabilitation work. This re-
quires organizing a group structure tailored to tche physical
unit to be protected (such as a watershed). This topic will be
expanded further in Section H of this Chapter.

o enta e s

Crucial to the success of a project is the design or
choice of the organization in charge of project implementa=-
tion. At the AOP design stage, there was no effective soil
conservation/ reforestation unit functioning within the GOH.
However, there existed a number of international and national
PVOs which had shown themselves capable of mobilizing commu-

nity action and which were interested in engaging i1 tree
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planting activities. As a result, one nf the central features
of the AOP and one of its major operational strengths, has
been its decision to work outside of the formal governmental
structures through which such projects are generally chan-
nelled. Does this experience show that future agroforestry
projects should all be channelled through NGOs? What if in
some countries NGOs are too weak or nonexistent to carry out

project activities?

Role of NGOs

NGOs have the advantages of flexibility, dedication and
the ability to reach down to the lowest rural levels. Other
advantages of working through NGous are:

1. Provides an alternative in situations where the general
peasant attitude to gover:.:u-'ts and foreign agencies is one
of distrust and suspicion,

2. Serves as a training ground for conventional foresters who
have to shed their role as protectors of forests against
the people and work with people for growing trees which
requires different attitudes and skills and

3. Can adapt untested cultivation techniques and develop ex-
tension programs.

The following are some characteristics required of NGOs
or PVOs involved in agroforestry development, in order to play
an effective role:

1. Continuity: A commitment to raise trees is a commitment of

time. An organization whose life cycle is subject to the vaga-
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ries of local climatic or political season cannot be confi-
dently entrusted with tree planting activities. Among other
factors, continuity depends upon trusted leadership.

2. Legitimacy: An organization which wil". influence decisions
about the use cf valuable land. water and labor resources must
be perceived as legitimate by the local people involved, and
by the government. Legitimacy normally stems from a respected
record of performance with the target group itself.

3. Expertise: For a decentralized tree plantinyg program to be
effective, various types of expertise are required. These may
be broadly classified into two categories: technical and
social. Both are derived from research and experience. Tech-
nical expertise provides the basis for making sound choices in
the selection of tree species, location and timing of planting
and methods of care. Social expertise is required for effec-
tive execution of these decisions.

The disadvantages of working with NGOs are as follows:

1. In the case of Haiti where very few indigenous PVOs existed
due to a prohibitive political climate, most PVOs have strong
ties with foreign countries. These PVOs are dependent on
foreign resources and have a difficult time to mobilize their
own resources since the peasants are unwilling to contribute
to an organization which they perceive as foreign and not
their own. Thus, fostering self-sufficiency in such PVOs will
be nearly impossible and once outside sources are stopped,

they will dissolve. This happened with HACHO.
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2. Uniform coverage of a geographic region might not be pos-
sible if the PVOs are localized organizations, or serve only
their members or groups which meet the organizations' own
criteria.
3. The technical and management capability of very small or
amateur organizations could be easily overwhelmed if sophisti-
cated nursery management and timely and rapid delivery inputs
are essential to project implementation. Significant project
investment might be required to strengthen their capability.
Critics argue that such investment should be reserved only for
government or indigenous, not foreign, organizations.
4. PVOs might not be able to cope with situations where they
are suddenly forced to expand their ocperations, at least
without losing their efficiency in serving their clientele.
Other disadvantages are dependence on personalities, inade-
quate funding, sustainability problems and varying govern-
mental acceptance of these organizations. There is, however,
also the necessity for governmental support for a project.
Without government commitment of finance, staff, policy
declaration and legislative support, there can be no suc-
cessful sustainable agroforestry project or program. This
issue will be discussed later in section M of this Chapter.
When choosing implementing agencies in a weak public
sector institutional landscape, it would be unwise to put all
eggs in the same basket. The outcome of the projects is too
important to subject it to possible failure because of extra-

neous factors associated with the weakness of a single imple-
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mentation agency. The AOP has reduced such a risk by dividing
the implementation taska between two organizations. Then,
within these implementing agencies, the tasks were further
shared by local PVOs. The risk of failure is thus minimized
since the failure of one subproject does not impede the conti-

nuation of the others.

E. Ledal Aspects

National tree laws which require permission to cut trees
or payment of a tax for the privilege of cutting a tree are
often stated as a major obstacle to motivate farmers to plant
trees. Even though the GOH had established such laws, the
Project did not encounter a community that hesitated to plant
trees because of fear of future governmental restriction on
cutting. The virtually unanimous opinion of peasants consulted
on this matter was that a person who plants wood will be able
to '"settle matters" with local authorities. Thus, the key
variable in Haiti is ownership of the tree that is planted on
one's property. Once the ownership right is guaranteed, the
peasant feels free to plant trees. This was one of the key
message of the publicity campaign of the AOP. The farmer is
repeatedly assured that the Project forfeits all rights in the
tree once he/she accepts it and plants it on his/her 1land.
This assurance is institutionzlized through a standard
contract between the tree planter and the NGO providing free
tree seedlings.

One of the general principles to which both parties agree
to adhere is the right of the peasant to harvest the trees
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whenever they can be of economic use to him/her. This reas-
surance is of incalculable importance given that one of the
problems that has undermined the effectiveness of many past
reforestation activities has been the fear on the part of
peasants that the trees planted are not theirs. This was
particularly a problem when farmers were paid food-for-work to
plant trees. They commonly referred to those trees planted as
the company's trees, referring to organizations such as FAO or
USAID, or as government trees. To avoid this problem, tree
planters must be assured (preferably with a written statement)
that they, not the project, are the owners of the trees.
Another area where a foreign donor such as USAID could
have a certain influence is the legal framework regarding tree
cutting. The foreign donor could assist the GOH to revise its
laws in order to promote tree planting rather than create
disincentives. For example, a policy could be established
which would penalize only peasants who cut down trees without
replanting new seedlings. In several European countries there
exists a law that requires the planting of three new trees for
every tree cut down. A similar law could be instituted in
Haiti. A special tax could be introduced for tree cutters who
do not replant trees. These revenues could be utilized to
sponsor reforestation projects undertaken by the GOH or local
NGOs. Small revisions of existing laws can be encouraged to
further Project effectiveness, without the need for completely

new legislation.
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To sum up, the AOP experience taught us that when enter-
ing into contractual agreements with individuals, it is impor-
tant that the rights and obligations of the parties are clear-

ly spelled out and are simple enough to be understood.

G. Socio-Economic and Cultural Aspects
One of the salient features of the Project is that it

based its technical content on a detailed analysis of the
socio-cultural and economic characteristics of its intented
beneficiaries. The project conceived of trees as an integral
part of the Haitian peasants' economy and designed its techni-
cal intervention around the peasants' needs and desires. This
leads us to the main lesson that future projects must not only
provide technically sound agroforestry practices, but must
simultaneously open up convincing avenues of new benefits if

the measures are to be adopted.

1. Reaching Marginal Groups
l.1. Landless and Near-landless farmers
The AOP has not addressed the needs of these segments of

rural Haitian society. What possibilities exist to incorporate
them into agroforestry projects which are generally targetted
toward the landholding peasant? A few suggestions are to:
1. Employ them in the Project (i.e., as nurserymen, exten-

sionist/animators, truck drivers and other support staff)
2. Train them to establish their own nurseries (including
courses in grafting, innoculation with bacteria, etc.) to

sell seedlings lings to other farmers and
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3. Organize groups of landless farmers and lease public land

for them to use; give them guaranties of tree ownership.

1.2. Women

Haiti has the highest rural agricultural 1labor force
participation rate for women in the Caribbean and Central
America. In 1980, 53% of the labor force in agriculture were
women (OAS 1980). However, socio-economic field studies showed
that only 19% of the planters were women (Buffum and King
1986) .

Experience with women's groups in the AOP has been limi-
ted. The AOP has not undertaken an effort to involve them in
treeplanting activities. Given that women in Haiti and else-
where often spend long hours collecting fuelwood, they would
appear to be the ones most directly interested in producing
fuelwood. A small group of women, offering mutual help and
cooperation, appears to be a more effective social device than
if each woman spends the same amount of time and labor on
individual farm forestry activities. Women also need to be
consulted when choosing which tree species to grow since their
needs and preferences might be different from their hus-
bands'(see Fortmann and Rocheleau 1985, Hoskins 1979 and

Rocheleau 1985).

2. Tining Issues

The AOP carefully studied the seasonal 1labor calendar

before planning of seedling distribution and training occured.
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It is important that tree planting does not conflict with
other duties on a seasonal basis.

Technical and material inputs arrived promptly at the
exact place and time promised. This helped to establish
credibility, particularly since previous programs or orga-
nizations have not kept their promises or delayed distri=-

bution.

. Labor Avaijilabi
Although on a seasonal and regional basis, surplus labor
is potentially available, critical labor shortages may still
be a problem at peak times of labor demand. If the demands of
tree-planting and care can not be integrated into cycles of
labor availability in a manner which balances supply and de-
mand peaks, the additional burden of trees (often upon women)

may be viewed as unacceptable.

4. Security of Land Ownership

It is often claimed that people will not plant trees
without land security. However, in the case of Haiti, Murray's
studies (1979) reached a different conclusion. He believes
that rental and sharecropping. arrangements can be stable over
several years and there is no reason for assuming that fast
growing trees could not be planted under some type of tenancy
arrangement. Under AOP, most of the trees were planted on
owned property, but this is not surprising, given the Pro-

ject's policy of limiting its coverage to farmers who have



secure title to their land. Despite this, several tenants and
landlords took the initiative to work out sharecropping arran-
gements to their mutual berefit. Observers concluded that the
profitability of the agroforestry package promoted by the Pro-
ject and the landlords' agreement to a share-cropping arrange-
ment provided sufficient incentives for the tenant farmers

(Univ. of Maine 1986).

5. Historical Information
The AOP design points to the importance of historical

information. Murray (1979) based his recommendations for
designing the project on an analysis of 25 years of erosion
controi in Haiti. Thus, the new project learned from past
failures and successes and incorporated the lessons learned in
the new project design. Another more participatory way to
bring past development experience to bear on the new effort is
to involve intended beneficiaries in the Project design. Local
people have a good memory of past projects with their negative
and positive elements. This may prevent repeating past fail-

ures.

H. Oraganjzatjonal and Administrative Decisjons

1. Payment vs. Voluntary Participation
Perhaps the most important decision to be made which will

deeply affect the course of the Project is the decision whe-
ther to pay people in one form or another. The strongest

arquments against payment are as follows:



1. Payment can lead to the mechanical, obedient implementation
by the community of useless projects for which there is no
genuine local felt need and in which the community's only
stake is the money (or food) that will be received.

2. Payment upsets those local projects which have succeeded in
operating on a voluntary basis.

Arguments in favor of payment are:

l. If trees are planted with little immediate value to the
hillside farmer and with the main objective of protecting
lowland irrigation systems, the farmer should receive finan-
cial support for time and labor expended in activities whose
major beneficiaries live downstream.

2. Poor farmers cannot be expected to participate in projects
whose benefits are unsure in the distant future.

3. The U.S. Government has provided direct financial assis-
tance to farmers willing to implement so0il conservation
measures. Why should the Haitian farmers be denied the types
of cash subsidies that have been found necessary to elicit
farmer cooperation in the United States?

4. The benefits of tree-planting have not yet been proven and
project participants are exposing themselves to risks which
they are unable to bear. Some form of direct support has to be
given to the risk-takers until the trees have proven their
economic value to the planter. Payment can be utilized as an
interim measure designed to usher risk-taking communities
through the first cycle of fast-growing trees. Also, because

of the long time lag between planting and harvesting trees,
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and because small farmers cannot afford to wait several yesars
for income, special incentives will be needed in certain cases
as has been discussed earlier in Section C of this Chapter.
Imaginative incentive systems can be developed with knowledge
of local culture and value systems and can bhe linked to other

activities which stimulate the farmers' interest.

2. Individual vs. Group Action

What units of social organization are most appropriate to
sustain agroforestry strategies? This is a fundamental deci-
sion all project designers and implementers have to face. The
focus of the AOP was the individual farmer and family unit as
the major social unit to perform the intended activities. Even
though this approach appeared very effective in increasing
farmers' interest in tree planting, there are limitations to
focus only on individuals. As we have seen, certain social
classes were neglected such as the landless farmer or tenants.
In addition, planting trees on only some land plots along a
steep hill is not an effective erosion control method. More
coordinated efforts are needed to reduce erosion problems and
to have a beneficial impact on agricultural production. An
alternative would be to aim for group-centered approaches
organized according to ecological location (i.e., all farmers
living in a watershed or a hill), age, schooling, gender or
social strata (i.e., landless farmers). Other forms of
organizations, such as tree grower's associations or coope-
ratives, may also be economically beneficial to assist farmers

in the marketing of wood or the management of nurseries.
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Should the planting of trees be the task of the land-
owners or of a community group of some sort? The most effec-
tive division of labor appears to be one in which some people
carry the trees up the hill, others dig the holes and yet
others do the actual planting. Since planting itself is a
skilled task, it could be left in hands of specially trained

community members.

3. Building Local Organjzations

The most important functions of effective local organi-
zations are, among others (for a more comprehensive list, see
Esman and Uphoff 1974) to:

l. Provide a mechanism through which farmers can share in
decision-making,

2. Develop a two-way communication system between project or
government staff and farmers, as well as among farmer
participants themselves,

3. Promote and reinforce of behavioral changes such as atti
tudes toward tree planting and the change in social energy
and

4. Mobilize local resources for other rural development
activities and maintenance.

The question the. becomes one of how to develop locally
appropriate farmer groups that ensure the flow of benefits to
their participants. The most natural basis for group formation
is the preexisting local pattern of cooperation. In Haiti such

cooperative arrangements exist, but the Project was not will-
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ing to foment such groupmans because they had no managerial
and administrative expertise. It was therefore hard to work
with them since the Project had to comply with certain report-

ing procedures.

i tension and Training Considerations

The experience from AOP suggests that the following
points be considered in designing extension and training stra-
tegies for agroforestry projects:
Farmer-to-farmer approach: Farmers are often wary of govern-
mental officials and outsiders offering advice on how' they
should modify or change their farming practices This is
particularly true when the advisers are infrequent visitors
and are nct able to understand local conditions. Therefore,
farmers often ignore the advice given to them because they do
not trust the intentions of the extension workers. To avoid
this problem, the AOP recruited and trained local farmers as
Animators and/or Monitors. They were also encouraged to set up
demonstration plots at their farms. As adapters themselves,
these farmer-extensionists gain more easily the trust of
other farmers, particularly since they have tried the new
tecﬁnology' by themselves. In addition, the extension staff
lives near the project sites which enables them to regularly
visit farmers. Recruiting and training farmers to assist in
extension work is one a way to mobilize local resources and
encourages more local participation in agroforestry projects.

Another very effective initial educational strategy in the AOP
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vas to sponsor visits to demonstration sites and farmer-to-
farmer visits. Farmers from one region were invited to visit
farmers who had adopted an agroforestry technology. This not
only facilitated the diffusion of technical skills, but also
helped to diffuse possible worries about eventual Jloss of
land. Also, the visits have encouraged farmers to educate each
other rather than relying only on extension agents.

The selection of extension workers is also very impor-
tant. Usually, more progressive farmers or farmer leaders are
preferred. In the AOP, literate farmers were preferred. This
often creates a problem to reach the marginal groups which are
not part of the clientele with whom the better-off farmers
normally interact. To avoid this problem, representatives of
different segments of intended beneficiaries have to be inclu-
ded, such as women and small farmers, to convey the message
most efficiently. This requires intensive training to endow
the farmer-extensionists with adequate knowledge of the tree
species and agroforestry techniques to be promoted. To ensure
the technical competence of extension staff, close supervision
is often required. Thus, a conbination of both village exten-
sion workers from the agricultural department or expatriates
with better technical training and local animators might be
the best method to reach the intended beneficiary. This need
for both technical expertise and local farmer-extensionist is
reflected in CARE's better tree survival rates compaired to
PADF. CARE was able to supervise its extension staff more
closely than PADF, which worked only indirectly with the
extensionists through the subgrantees.




In the early learning phase of the Project when the agro-
forestry technology is not proven yet, the extension staff
have to become facilitators by assisting a two-way information
flow batween project staff and farmers.

Another creative extension approach (which is currently
being developed in CARE's AOP II phase) is the use of school
nurseries. Given that 44% of Haitians are under 14 years of
age and education is free and compulsory for six years,
schools seem to be an effective way to train and educate the
students in deforestation and conservation problems. School
wurserias, miniparks, fuel plantations and fruit orchards
(planted by school children) can serve as an effective medium
to teach the new generations the value of trees. Also, more
efficient stoves can be demonstrated if hot meals are served
at the schools. In addition, income can be generated to pay
for school expenscs while at the same time raising the aware-
ness of children regarding the links between environment and
development. Each student is a potential extension agent and
can easily influence parents by taking home :.'ee seedlings to
plant around the house. Institutional arrangements in the form
of a partnership between school, communities, and government
agencies could effectively formalize and increase the support
for agroforestry development (see Chowdry 1983). In addition,
institutionalizing environmental education and the establish-
ment and maintenance of school nurseries in the ragular
curriculum of primary schools, appears the be th: least

expensive and fastest spreading extension outreach approach.



Further, given that the media are nearly under total
control of the GOH, it would be vefy effective to use this
powerful medium to convey messages and stimulus to the
population concerning tree planting. During AOP II, CARE is
trying to make such arrarngemants with the Catholic station,
Radio Soleil.

. Rese

In general, research activities within development pro-
jects can be categorized as 1) applied or operational, where
the main goal is to to monitor the proper implementation of
the project, and as 2) scientific, where new knowledge is
created and transfered to outsiders.

Applied research conducted by CARE and PADF has been
useful for their improvement of their program in nursery
production and extension. Questionnaires on site conditions
and planter behavior, survival tallies and species trials have
filled a didactic purpose and have imparted some information.
To continue research activities in the longterm, however, a
more participatory action research mode has to be developed.
Local people have to be taught of the importance of research
to improve and monitor Project activities which will also
benefit themselves in the long-term. The NGO can provide an
effective framework to stimulate adaptive, flexible and more
participatory research involving the local "end user" in its
planning and execution. However, the PVOs were not able to

conduct experimental research to addi'ess the vast data and



information gaps concerning the fields of agroforestry. Infor-
mation gained was not transferred to outsiders, mainly due to
the overextension of staff and time constraints. Thus, a
centrally-organized research unit within the project could
perform this role and thereby relieve the PVOs of their re-
search responsibilities which are not directly relevant to
their other implementation responsibilities. As mentioned in
Chapter III, the AOP added a special research unit which was
in charge of conducting scientific research. Unfortunately,
little coordination existed between the research needs of the
implementing agencies and the University of Maine's (UOM)
research agenda. The central research unit of the AOP could
redesign itself toward more responsive and applied research,
conducted in collaboration with the PVOs and local people. In
fact, progress in this direction has been made during AOP II
fince CARE and PADF have hired a research scientist to liaise
with the central research unit. The main problem left to re-
solve is how to involve the end-user in agroforestry research.
Much can be learned from experiences in other parts of the
world which tried to adopt a participatory action research or

end-user perspective (see Rocheleau 1987 and Chavangi 1987).

Xages
Natural rssource management activities, such as agro-
forestry, need to be integrated with other rural development
activities. For instance, in tha Northwest area where CARE

operated, many roads are nearly impassable and their repair



would greatly facilitate the AOP work in that region. Adequate
infrastructure is also necessary to expand marketing possibi-
lities. The AOP could coordinate its activities with other
projects, such as the Winrock Goat Project, to carry out its
activities. For instance, for every goat distributed under the
Winrock program (or pigs by other organizations), the reci-
pient could plant a number of forage trees such as Leucaena. A
forage production activity can be undertaken in cooperation
with the distribution of goats. Goats are very destructive
since they damage newly-planted trees and prevent natural re-
growth of vegetation. Farmers cannot be expected to tether and
feed goats unless surplus forage is made available.

Another problem is the lack of a coherent policy among
the 116 s0il conservation projects currently underway in
Haiti. Various projects use different implementation appro-
aches, many of them contradicting each other. For example, a
project implemented by FAO uses food-for-work incentives for
tree planting activities while the PVOs try to abolish such
incentives in the same region. Such lack of coordination and
unified agreement often undermines the effectiveness of the
various projects. One advisor of the Division of Natural
Resources tried to establish a Reflection Committee to address
such basic issues as peasant renumeration and alternative
motivation strategies.3 The plan was to bring together various

participants from the GOH, international organizations (FAaO,

3 Interview with Toby Pierce, former Advisor to the
government of Haiti, Division of Natural Resources, Washington,
D.C., January 21, 1988.
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USAID, CIDA, IDB, GTZ),4 NGOs and the private sector involved
in so0il conservation projects to estabiish and agree on a
National Policy regarding forestry and other conservation
activities. Unfortunately, only three such meetings were held
before the Committee was dissolved before reaching any agree-
ment.

With the change in GOH and the establishment of the
Service for Forest Resources, I hope that such an agreement
might be reached when devising the New Forest Program for
1988-1993. Establishing a coordination committee within the
GOH appears to be the most effective mechanism from an opera-
tional point of view to forge common understandings and share

information.

M. stitutjonalization = nkages with Government

There is no incompatibility between the objective of
strengthening governmental institutions and the supporting of
PVO projects. In fact, the PVOs have been in several cases
providing an excellent training ground for government techni-
cians.

Agroforestry activities can not occur in isclation from
other development activities. As mentioned before, the absence
of roads and distance from ma:kets will hinder the development
and sustainability of future agroforestry activities in some

regions of Haiti. Thus, institutional suppurt is required to

4 gee 1list of acronyms and abbreviations at beginning of
this report.



coordinate vaiious development tasks which will have an impact
on the continuity of agroforestry practices.

The AOP bypassed the governmental framework. Thus, there
exists no incentives for the GOH to support the continuation
of the Project or to build on its experience. Mechanisms have
to be found to encourage involvement of governmental staff.
For instance, GOH personnel could be hired to f£fill certain
technical and administrative roles, thereby gaining first hand
experience. In addition, GOH personnel can be included as
members of evaluation teams so they can see and hear the ef-
fect of the AOP approach. They could also be invited to cer-
tain technical retreats where USAID personnel meet with the

implementation agencies and other interested PVOs.

v es in ernatio d es

Even though learning process models have been effective,
they are difficult for foreign donor agencies to accomodate
because of the requirements for flexible and incremental
funding. The AOP offers a variation in the design of USAID
projects, allowing the implementation agencies the possibility
for incremental funding. However, the procedures to apply for
an extension of the Project were still cumbersome and did not
endow the grantees with the flexibility required to experiment
with a more "adventurous" learning process approaclh.

How can international donors support this process ap-
proach such as the creation of flexible mechanisms for testing

alternatives during implementation? One possiblity is to funa
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more institutions or NGO intermediaries (such as PADF and
CARE) which can support learning process projects with the
necessary patience and flexibility. Another example is the
Small Project Program of the Interamerican Development Bank
which gives loans up to $500,000 to intermediary organizations
capable of distributing smaller sums to local organizations.
Another major problem of international donors and govern-
ments is the pressure to spend funds within a certain time-
frame. One device, as suggested by Chambers (1987a), is to
relieve this pressure to spend by supporting parallel blue-
print projects to absorb the funds. Other uses for aid budgets
must be found such as debt relief, debt for land swaps, and
foreign exchange support. Maybe a special fund can be created
within the existing agencies which can disburse money rapidly
without the normal bureaucratic procedures. In addition, more
staff are demanded by the new approach. Many NGOs have learned
that rural development from which the poorer gain is staff-
intensive, and this intensity has to feed back into the donor
agency. In addition, the quality of the staff can be improved
by hiring more social scientists to participate in the entire
project cycle. In fact, the inclusion of anthropologists in
the design and implementati-n of the AOP has clearly contribu-
ted to its partial multidimensional success. Another area
where donor agencies like USAID could contribute is through
ensuring the continuity of the field staff. Special incentives
could be offered to gain a long-term commitment of the field

staff. They may be nationals or foreigners, but unless they



are able to stay for several years in the same rural place,
they are unlikely to nurture effective learning processes.
Project proposal guidelines also have to be changed to include
a special section on the economy and social orgznization of
the peasant communities in the intended project region.

The proposal should be specific about the manner in which
maintenance of the trees will be assured. Further, emphasis
should not be so much on physical achievement (i.e., the
number of tree seedlings planted), but rather on creating
mechanisms that ensure the continuity of the process. 1In
addition, if the project includes a training component for
agroforesters, training in the economic and social organiza-
tion of the communities in the project area should be pro-
vided.

Donor agencies should invest resources in the complex of
activities associated with participation at the design and
implementation stages. More support has to be given to the
social and institutional components. This requires the hiring
of staff with training and experience in these areas. The
experience with AOP demonstrated the value of including
anthropologists in the planning and implementation of pro-
jects.

International development agency staff such as planners,
administrators and technicians have to move from the old para-
digm of normal professionalism towards the new paradigm of
"new professionalism" (see Chambers 1986). This requires a

reversing of the view that people are "the problem" to a view



that they embody "the solution." To promote collaborative
development efforts with the beneficiaries will require a
retraining of existing staff or hiring new personnel with the
necessary skills and motivation to induce such a process.
Other elements of a bureaucratic reorientation strategy sup-
portive of participatory projects includes changing personnel
practices, rules, incentives, and procedures‘ which are dis-
cussed in detail by Tendler (1975), Bryant (1980) and Korten
and Uphoff (1981). Lastly, the length of agroforestry develop-
ment projects has to be much longer than the usual three-to-
five year project periods. If behavioral changes are to be

expected from the peasants, agroforestry projects need to

expand their horizons to at least ten-to-fifteen years.

Q. Concluding Remarks
This study has described and analyzed the progress and

problems ¢ a large-scale agroforestry Project in one of the
most difficult developing country settings in the world. Haiti
is not an easy or hospitable environment for the promotion of
sustained socio-economic development.

A success in one country can not be easily transferred to
another. Each project has to be tailored to the needs of the
intended beneficiaries and take the socio=-cultural and ecolo-
gical conditions of the project area into account. However,
this study has tried to distill the essential elements which
night serve as guidelines and examples for future agroforestry

project designers and implementers.

w



Haiti's fuelwood and natural resources crisis will not be
resolved by planting trees alone. Alternative fuel sources
have to he developed and more energy-efficient stoves must be
introduced. In addition, tree planting activities have to be
integrated with other rural development activities which try
to address the alarming situation of the Haitian rural poor.

Building toward sustainable development in Haiti conti-
nues to prove itself a difficult challenge. Some projects end
up more as a resource-transfer operation than as a capacity-
building venture. This was the fate of HACHO. Fortunately, the
AOP has moved toward this capacity-building stage and has
managed to strengthen local PVCs so they will be in a better
position to continue with tree planting activities when exter-
nal funding ceases. Even though much has been (and still is
being) learned ffom the AOP, several problems still must be
resolved. For instance, at the current rate of tree planting,
it will take several generations until the tree product needs
of Haiti can begin to be met and reforestation can occur.
Therefore, other concurrent problem-solving attempts are
needed to attack not only the deforestation, but also the
urgent socio-economic problems in Haiti. This requires the
active coordination and cooperation of the GOE with local PVOs
and donor agencies.

Other issues to which answers are necessary are: Will the
change in land-use pattern have an impact on the land avail-
able for sharecroppers or tenants? Maybe the landowner can

increase his/her income if he/she plants trees on the land



rather than by lending it to a sharecropper. This would have
detrimental impacts for the majority of small farmers (parti-
cularly young onez} who depend on the availability of such
lands for their livelihoods. A similar question arises whether
or not agroforestry leads to a reduction in labor requirements
and therefore reduces labor employment opportunities? Finally,
is agroforestry an effective strategy to reduce soil erosion
problems, particularly on marginal sites?

A continuous learning process should accompany the pro-
cess of organizing and motivating individual farmers or other
social units able to mobilize and sustain agroforestry pro-
grams. This is essential to improve their struci:ure and
operation. This learning process approach is fundamental since
there is no single "best" strategy available as an universal
approach to all agroforestry development problems. Socio-
cultural perceptiveness and knowledge are therefore instru-
mental and indispensable for conceiving, deszigning and imple-
ment:ing any effective approach to agroforestry development. We
also learned that fitting projects to people or seeing the
people behind the trees should be the first commandment in
designing and implementing future agroforestry projects.

The achievements of the AOP may convince those pessimists
who believe Haiti is a 1lost battle against the degrading
resource base and the peasants' deteriorating 1living condi-
tions. If a coordinated effort among the GOH and all organi-
zations involved with tree planting activities can occur,
maybe there is a hope to save what Columbus once called the

"most beautiful island in the world."



Hopefully, the lessons learned from the AOP and the new
ideas generated in this study will contribute towards deve-
loping new agroforestry schemes which open the doors of a

sustained development process where also the voiceless people

feel at home.
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APPENDIX 2
CARE'S EXPECTED END-OF-PROJECT OUTPUT

10 fully operational containerized seedling nurseries,
managed and staffed by trained and experienced local
residents, with a combined annual production capacity in
excess of 3 millicn seedlings.

36 self-sufficient community-level nurseries, operated as
private micro-erterprises deriving their income from the
production and sale of fruit and vegetable seedlings, and
also productin significant numbers of hardwood seedlings
for local distrikution, utilizing locally available and
manageable technologies; combined potential annual produc-
tion capacity is expected to approach 360,000 seedlings.

16 schoolyard nurseries attached to local primary and
secondary schools throughout the Northwest, alsc operated
on a self-sustaining basis.

The total seedlings produced over the 8-year period will
exceed 17 million; in addition, 550 ha of land in the
Northwest will be treated with living hedgerow and alley
cropping technologies.

A trained and experianced local cadre of grass-roots
extension personnel, including 150 monitors (agents) and 10
animators (supervisors).

A conprehensive extension training and nursery operations
"package', codified in Creole-language manuals, curriculum
and audio-visual ma‘'erials, available for adaptation and
application by other, similar programs.

Training inputs to wrore than 42,000 peasants participants,
covering selected topics in tree-planting and agroforestry
techniques.
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APPENDIX 4
PADF'S AND CARE'S BUDGET

SUNRARY FINMICIAL PLAN - PADF CONPONENT (0).

udpet Original Exponses Projected Expenditures Tota!
Cotegory Budget Tiruw /M4 AN -] FY & 2N I Expenses
SINERANEESS STEREE SNNOUNSEEEANER TS SETE S RELAR SR IIT SIS T IS AN S SN IR STUSS A NRSE SAST NS 0SS AR EERERS
1.hesowrce Center

Persannel 1105000 741000 470000 407000 102000 1720000
Material Support 300000 o 186000 126000 J2000 334000
Training, Jocuasntation 173000 34000 17000 13000 3000 71000
Nese Direct 2300 13000 16000 16000 4000 7000

Overhead 205000 N 227000 197000 49000 30000
Il1. MO Subprojects 1380000 1175000 74000 #6000 161000 <728000
111, Contingencies 390000 0 0 0 0 0
Totals 39000¢0 <530000 1622v00 1405000 353000 5930000

Mete: The non-AlD contribution specifiod in the ariginal PADF graat aqressemt totalled
$1470000, and was cesprised of persomsl ,training and saterial sugport froa PVD organizations,
hese office suppert ires PADF heasquarters. Over the extended life-of-project, an
additional 9812000 is expected in PVO-contributed support.

SUMMARY FINAKCIAL PLAN - CARE COWPOIENT (4).

| bt Original Expenses Projected Expenams Tetal
Category Budget Thrw /04 FYES  FYR  FY 87 Expenses
{est,)

T T
Equipment 93000 30000 120000 120000 30000 600000
faterials

Persannel ISSITOS 61000 27000 27RA00 AWM 137400
Operations

Training 42000 26000 %00 %00 200 600
Costs

Contingency 190000 04000 20000 20000 TR0 140000
Overhaas 162325 519000 43200 43200 10000 zuzoo'
Tetals 30000 1320000 400000 400000 120000 2000040

Mote: The eriginal nen-AlD contribution to the sbeve CARE grast cospeaent
included 9100000 in CARE=generated funds, and $710000 in other inputs
anaged but net contriduted by CARE, In additiom, Title | asswating to
$109%00 and projoct suppert assunting te $133000 wes to be comtributed
by the Grpanization for the Developamst of the Nerthusst, a parestatal
organization,
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APPENDIX 5
CARE'S TRAINING SCHEME

The International Foresters develop the training packages and
train senior-level staff in training methodologies. In order
to keep their information current, they are sent to regional
and international technical workshops.

Hajtian Agronomists: Newly-hired staff members are given an
extensive reading list compiled by the International Foresters
covering not only technical but also socio-economic topics.
Throughout the initial two-month training period, they are
expected to read the material and spend at least six weeks at
their Project site to facilitate direct interaction between
their co-workers and local farmers. During initial training
and throughcut their careers, agronomists are constantly
reminded of the following: 1) field travel and contact with
community-based extension staff and farmers is of utmost
importance, 2) community participation and discussion should
alvays be emphasized and 3) listening is the most important
part of an agronomist's job.

Animators: Animators :ire high-level, community based extension
staff. They are responsible for overseeing the work of up to
eight Monitors. They receive four, two to three day trainin§
seminars per year (two per planting season) which are led by
International Foresters and senior staff agronomists. Subjects
covered include among others: training methods, plantation

establishment, personnel management, soil conservation
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methods, harvesting information, simple nursery techniques,
etc. The content of Animator seminars varies, based upon the
time of year and the stage of nursery preparation.

Monitors: Monitor seminars cover the same subjects as Animator
seminargs. Information, however, is further simplified, so as
to be specifically applicable to lncal sites and culturail
conditions. Monitors receive a one-day seminar per month led
by Agronomists, and/or International Foresters. In addition,
Monitcrs receive monthly one-day seminars held by the local
Animator. Thus, minimally, Monitors receive 24 formal training
seminars per year. The Project also organizes a four to five
day inter-regional Monitor exchange which exposes them to
methods used by the Project in other areas once a year. The
Monitor is also trained in the use of questionnaires which
serve as tocls to enroll and monitor farmers. These question-
naires contain information on the farmer's species preference
and provide information to the rurseries to aid the decision
concerning the number and type of trees to grow. Each Monitor
will visit nearly 100 farmers, first for enrollment, then to
supervise weeding, pruning and protaction activities and to
ascertain survival rates. Shortly, the Monitors and Animators
work closely with the farmers to motivate them to plant and
tend trees as weil as to adopt other soil conser-ation and
agricultural technigues. Workshops are held with several
farmers to teach improved techniques and to encourage farmers
to provide advice among themselves. Both the Monitors and
Animators are farmers themselves and live in the communities

in which they work.
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Nursery Managers and Assistant Managers: At the beginning of
the Project, all of the Nursery Managers and Assistants

attended a week-long practical workshop with the International
Foresters and Agronomists at the ODH nurseries. The nursery
manager received an additional three-month training course.
Each year, they have to attend one three day seminar before
each planting season which repeats basic nursery techniques,
provides assistance in attacking common problems and provides
new information in nursery management. The principal topics
cover not only nursery management techniques, but also public
relations, how to deal with Monitors, farmers and general
public and general extension psychology. In addition, their
nursery activities are supervised on a weekly basis by the
Regional and International Forester.

Participating Farmers: Each Monitor is assigned the respon-
sibility of identifying farmers who will attend in his/her
area of work. Farmers are visited individually by the local
Monitor and given information about upcoming animation semi-
nars. In addition, the Monitor explains his/her work, why the
Project is in this particular area and how it will benefit the
farmer to attend the seminar.

Each group of 35-40 farmers benefits <from four senminars
before and after a planting season, which means 16 per year.
These animation meetings intend to motivate the farmers by
explaining the benefits accruing to them and the technical
aspects involved in tree planting. Of the eight farmer group

meetings held per season, five are run and led by the Monitor
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alone, two are run by Animators, and one is run by the local
International Forester/Agronomist team. In addition to
Project-sponsored meetings, there are frequently community
meetings sponsered by a Community Council to which the Project
sends representatives when possible.

Field extension staff are encouraged to check farmers'
concurrence with outplanting, care and management techniques.
If a farmer refuses to follow the recommended procedure,
senior staff visit these sites and encourage these farmers to
try the recommendations on at least a few of their trees. It
then becomes possible for them to compare results after a
period of six months to a year. The Project has withdrawn from
at least one community due to non-application of recommended
planting and maintenance techniques. In addition, Monitors
with consistent records of farmer non-compliance are dismissed
from the payroll.

Decentralized Nurseries: Training for decentralized nurseries
is a new component added in AOP II. These nurseries use only
materials that are manufactured in EKaiti, and methods are
taught with the objective of insuring self-sufficient local
nursery operations within a period of two-to-three years. Each
nursery has three workers who receive training. Four seminars
lasting one to two days are led by International Foresters

and/or Agronomists.
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APPENDIX 6
PADF'S ANINATOR SEMINAR CURRICULUM

Day 1 Arrive at training site. Filmstrips: Je Need
Iropical Iree: Community Reforestation.*

[-1'Y4-1-F 1 ]
Discussion.

Day 2 Introduction to Proje Pyebwa and its principles
and conditions. Visit to a Rootrainer nursery.
Visit to an arboretum or tree plantation.
Discussion of tree species, site preferences
and uses.

Lunch

Tree planting technique with demonstration.
Tree planting systems. Visit to tree plantations
including Leucaena.

Day 3 Agroforestry defined, agroforestry systems.
Leucaena as an agroforestry species.
Motivation/Extension techniques.

Lunch

Animator Job Description. Use of Registration Form
and Information Sheet.

Other topics: Soll conservation, construction and use of the A-
frame level, Leucaena 1living terraces, basic
ecology., more on techniques and agroforestry
systems.

* These £ilmstrips are available from World Neighbors. Proje
Pyebva has produced a Creole translation of the World Neighbors
texts.

EDITOR'S NOTE: Since 1985 Proje Pyebwa has also produced six
gilmstrip series £for use in the project. The Proje Pyebva
2ilmstrips cover the animator role; introduction to a number of
tres species used in the project; tree plantiang, maintenance,
pruning and thinning:; management of Rootrainer nurseries, and
species development in Rootrainer nurseries.
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APPENDIX 7

PADF'S PLANTER REGISTRATION FORM

1985 and 1986:

Organization
Planter

EXTENSION AGENT ("Animator"):
land available to plant trees.
he/sbe owns the
accompany the

*"Fey Enskripsyon” used by Proje Pyebwa,
Haitl Agroforestry Outreach Project, in

This is an English translation of the Creole

Pan American

Extension Agent

land. Secondly,

Plot Location

First,
1£ the planter has such land,

ask the pla.uter if he/she agreses to
site.

agent on each follow-up visit to the
If the planter

Enroll planters who are motivated and responsible.

Date

ask the planter if he/she has

ask

planting

if

wishes to enroll., ask him/her to show you the site proposed for trees.
Discuss the principle of planting trees on garden land as a cash crop.
Go through the points mentioned bclov and leave an information sheet
for the planter to study at home.

1.Trees are suitable for cash cropping. 5. There are several vays to

2. Farmers who plant trees have the right
<ta_barvest thea when and.bov_they-wish

plant tress.

b) Along the garden
perimester c) rous

a) closely spaced woodlot

3. Why is it better to plant trees together d) terrace structures
with other cash crops in the same garden?
a) When the garden ls weeded, 6. What kinds of trees does the
the trees get veeded too. project have available? What
b) Since animals are kept out of purposes do they serve?
the garden, the trees are Where do they grow best?
protected from grazing.
t) Trees in the gardsn are 7. How should treess ba plantad?
protected from fire damage. a) Plant as soon as possible to
d) Trees can be readily inter- avoid loss.
cropped with other garden b) Plant trees at 3 meter
crops. intervals.
e) The trees provide useful c) Dig a smal)l catchment basin
services in addition to to hold humidity. '
wood products. d) Plant only one tree in the
4. Vhat services do trees provide? middle of each catchaent basin.

a)
b)

c)
d)
e)

£)

Plant trees to harvest wvood.
Trees protect the land: the
roots hold solil.
Trees make mulceh;
enrich the soil.
Tree roots help vater to
penetrate the soll.

Trees serve as a windbreak;
they slov down evaporation.
Trees belp retain meoisture.

the leaves

e) Plant the trees straight up.

€¢) Plant the trees at soil
level (roots vell buried).

¢) After planting, pat down the

surrounding soil.
h) Place & mulch around each
tree to hold moisture.

i) Place a stake or 3 rocks by

sach tree to wmark its locatio

3) 1£ water is available, wvater

each tree after planting.

[\



DELIVERY DATE EXTENSION AGENT: Tree planters are
expected to come and pick up thair trees. If the planter i3 sick,
he/she should send someons else.

Snecies Quantity

o W N -

Eirst Cantrel Visit Date

EXTENSION AGENT: Have £ha farmer go with you f£o yisit fhe mnsna
gita. If the farmer is not present, the uork cannot be done!

2all 8f thes tress. For each species count hov many there are in the
plot. Do this precisely, and do the work yourself.

Speciss Quantity

1.

TOTAL

EXTENSION AGENT: How are the trees planted? Along the boundary?
rovs?_______ throughout? _____. ¥hat is the distance between trees?
widely spaced?_________closely spaced? too close? _______. While
you are talking with the planter in the garden, ask bhim/her sone
questions about the tree plantation. I1£ the planter answers "no" to
sny ©of the questions below, explain hov to take care of the tress

- correctly. Remsmber to use the inforsmation shest. :

1. Are the trees vell marked, with stakes or rocks? Yes ll'o
2. Are the trees veeded properly? Yes No
3. Do the trees bhave a catchment basin around them? Yeos _No

4. Are the catchment basins mulched to hold moisture? VYes No
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sscond Contrel Visit Date

EXTENSION AGENT: Count all the trees in the plot.

Species Quantity

TOTAL

EXTENSION AGENT: Use the information sheet as an outline for teaching
about trees. Then ask the planter the following questions about the
condition of the trees planted:

1. of the trees you planted which species are in the best
condition?

2. Are the trees veeded? Yes No
3. Do the trees have catchment basins? Are they

mulched? Do they need re-doing? Yes No
4. Is there grazing camage? Yes No
$. Is there fire damage? Yes No
6. Do some of the trees need pruninng? Yes No

EXTENSION AGENT: If trees need pruning, use the information sheest to
discuss proper pruning technigues.



APPENDTY. 8
PADF'S INFORMATION SHEET

EDITOR'S NOTE: This s an English translation of the "Fey
Ranseyman" used by Proje Pyebwa in 1985. At the end of 1985 this
information sheet was revised and combined with pen and ink
dravings in a 44 page tree planter's manual entitled [Liv Plante
Pysb¥a (Tree Planter's Handbook). In 1986 an animator's £field
guide was produced in the form of a 132 page reference book
including a series of hand held €£lip charts. This book
incorporates the text and drawings of the Liv Plante Pvebwa plus
additional commentary £for animators to use in presenting the
planter's handbook. This f£ield guide is entitled the Gid Animate

(Tree Animator's Guidebook). The information present in
the following text has been incorporated and amplified in the new
training materials:

Tree Project Information Sheet

This information sheet is a guide which can help you take
proper care of a tree plantation. Tree care is the same a3
childcare. I1£f adults do not take care of children, they become
111, grow badly or die. Natural life forces cause tree seeds to
germinate. It is then our responsibility to plant the seedlings
and take care of the young trees so they grov well and mature.

The points listed below are the same points which appear on
the registration form for each tree planter:

1. Irees are suitable for cash cropping. Farmers already know

that trees are very useiul. Farmers azre used to harvesting trees
for planks, house construction and wood charcoal. There are
people who criticize farmers for cutting down trees. The Tree
Project does not agree. Cutting trees is not bad in and of
itself. What is bad is cutting trees without planting trees too!
The Project wishes to help farmers grow trees on their own land
s0o they can cut down trees and then replant. This is no
different £from wvhat £farmers do with other cash crops. They
harvest and then plart again.

2. FEarmers who plant tress have fthe right fo harvest the ifraes
shan and bhovw they wish. The Tree Project wili never prevent
pecple £from harvesting wood. We know that a farmer will not
plant anything that he/she does not stand to harvest. When
someone plants project trees, these trees belong to the farmer
vho planted them. As there are lavs regarding tree cutiing, the
farmer must also comply with legal requirements. Apart from
this, no other authorization is needed. The trees belong to the
planter. The planter has the right to use them howv and when
he/she wishes.

3. Why is it good fo plant trees together with eother crops inm the
same Qard~n? Trees go vell with other crops customarily planted

on garden land. This is an intercropping system, a marriage
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between trees and food crops. Trees planted on garden land have
a better chance to survive than trees planted elsevheres. Why is
this? Because farmers alwvays take special care of garden crops.
When the garden i{s weeded, the trees are weeded too. Where trees
are planted together with other crops, the trees are weeded along
with the other crops. 1In activs gardens, farmers do not burn the
£ield nor graze animals. If the garden is fenced, both the trees
and the other crops are protected. Thus, vhere corn ic planted
together with trees, young seedlings have a better chance to
survive. Planting trees in the garden has certain other
advantages as vell. If the garden protects the trees, the trees
can also protect the garden. There is a proverb which says,

and going make friendship last. Its the same with
trees in the garden. The garden protects trees, and in return,
provide services to the garden.

4. What kinds of services can irees provide? We have already

explained how trees are a cash crop. If a farmer plants 250
trees, he/she can begin the harvest of trees in 3 or 4 years for
polewocod, housing construction and charcoal. If the planter
vaits several more years, the trees can be cut for planks. The
woodlot serves as a kind of bank account.

--If the trees are planted along the garden perimeter, they
can serve as a living fence. When the farmer wvworks in the
garden, he/she can cut a fev branches to take home for £uelwood.

--Trees protect the soil so that erosion does not carry off
valuable topsoil. Where heavy rains cause runoff, tree leaves
break up the rain so that it falls more gently. If rainfall
loosens the soil, tree roots prevent the soil from vashing away.

-=Where the wind blows, the wind speeds evaporation. 1f
there are trees, the wind's force is diminished. Where the wind
damages other crops in the garden, trees can serve as a vwind
break.

--Trees help retain moisture in the soil. During the dry
season, tree leaves hold moisture. The leaf litter becomes a

mulch and enriches the soil. When the sun beats down on the
garden, trees provide shade and protect other crops so they do
not burn up. Where there are trees, their roots help rain vater

penetrate the soil so other crops can benefit from the moisture.

-=Where the soil is depleted of nutrients, trees enrich it.
Roots dig deep into the soil. The roots seek water and nutrients
from deep down in the soil and pump them up into the leaves.
When the leaves £fall, they make mulch and provide needed

. nutrients to depleted soil. Among the trees in the Tree Project,

there are species which fixate nitrogen, a £fertilizer which
enriches depleted soil. This £fertilizer Denefits other
associated crops.



5. There are sevaral wvays to plant trees: You may choose the
method that is best suited to your land. All of these methods
permit you to intercrop trees and other crops. These m&thods
alsc allow you to harvest trees as a cash crop.

-=-Closely spaced woodlot: You may wish to plant trees so as
to cover over the garden land. If you plant a woodlnt, 1/8

carreau can take 400 trees planted at 3 meter intervals. Even {f
you plant a wocdlot which completely covers the land, you can
still cultivate other crops for 3 seasons after you have planted
the trees. Be sure to weed the trees to permit maximum growth.
With this method it is best to choose land you would otherwise
keep in fallow. This permits you to harvest tises and enriches
the soil such that you can plant other crops at a later time.
Once the trees are harvested, you can then plant other crops on
garden land reneved by fallow.

--plong the garden perimeter: 1If you nlant along the garden
perimeter, 1/4 carreau can take 120 trees planted at 3 meter
intervals. One carreau of land can take 250 trees planted along
the perimeter. This method does not sllov planting a large
number of trees, but it leaves the garden free for other crops.

--Rows: If you plant in rows, leave a distance of 10 to 20
meters between each row. Plant at 3 meter intervals within the
row., Plant along the contour such that it serves to control
erosion. Ask the extension agent how to use the A-frame in order
to trace out the contour on sloped land. Trees planted in rows
have the advantage of leaving plenty of space for other crops.
The rows can also serve as a vindbreak. It is a very good method
for maximizing the benefits of intercropping.

--Terrace structures: This method is very useful for soil
conservation. It permits you to conserve soil on garden land.
It protects sloped land. It helps to control soil erosion in
ravines. This method establishes a living barrier to hold the
land so that vater does not carry it away. The trees should be
closely spaced at one meter intervals. Plant along the contour,
using the A-frame, as in the rov method above. Planting trees in
this manner fits in very well with the use of brush terraces, or
with dry wall bench terraces, or contour canals. Where there are
dry walls or contour canals, plant the trees close to the
terraces on the bottom side. Using trees in a living terrace
system serves to create an excellent terrace structure over time
as di-t sllts in. Ask the exztension agent hovw to use the A-frame
and how to plant a living terrace properly. This requires a
special technique, both in planting and in terrace maintenance.
It also requires careful pruning.

6. What kinds of trees doess the project have available? Ameng

the native trees there are Catalpa longissima, Mahogany,
Columbrina arborescens, Cedar and Pithecellobium saman. Importcd
species include the following:



dcecles ¥hat tvpe soll?

Neenm It does well almdst any-
vhere, does not like poorly
drained or saline solils.

Do not plant at altitudes
above 500 meters.

Cassia It likes deep vell drained
siamea soils. It grows best below
500 meters.

Euca- Grows at any altitude. Does

lyptus not like hard limestone solil.
Likes a deep, well drained
soil.

Acacia Likes all types of soils,
auricu- even depleted soil. It
laformis grows best below 500 meters.

Casua- Good to plant at any

rina altitude. Does not like
clay or swvampy soils. Can
tolerate saline and hard
limestone soils.

Leucaena Does not grow well above

leuco- 5C0 meters. Likes all types

cephala of wvell-drained soils. Does
not tolerate clay and acidic
soils.

Grevillea Good to plant above 500
meters. Likes deep soils.
Does not like svampy soils.

Venezuelan Does not growv well above 600

Mahogany meters. Likes good soils.
Does not withstand drought.
Grows more rapidly than the
native Mahogany.

Hew can the wood be used?

It uakes polewood, charcoal
and planks. It serves as a
windbreak, provides shade,
conserves soil and is
resistant to insects. It
re—-coppices.

Planks, housing beans,
charcoal, furniture, wind-
breaks, soil conservation,
re-coppices.

Pclewood, charcoal, beanms,
windbreaks, soil conservation,

re—~coppices.

Charcoal, beams, shade,
scil conservation, nitrogen
fizing.

Polewood, Yeams, charcoal,
s0il conservation, windbreaks
nitrogen £ixing.

Beams, charcoal, planks, soil
conservation, nitrogen £fixing,
re-coppices. The leaves are
good for animal forage.

Polewood, besams, charcoal,
shade. Bees like its
blossoms. B

Makes good planks, polewood,
furniture, shade, windbreaks,
s0il conservation.

7. Hov should trees be planted? The seedlings need to be planted

quickly bsfore they dry out or rot. b §

n general trees need to be

planted at least 3 meters apart. If they are too closely spaced,

their growth is retarded. Where the tr

ee is to be planted, dig a

little catchment basin to conserve moisture. Each tree should be

planted individually in the middle of
Plant the trees straight up and down.

a small =atchment basin.
Plant them at soil level

with the roots well buried. After the seedling is planted, pat

dowvn the soil around the tree so it i

s not too loose. Muleh

around the base 0f the tree. Mulching the catchment basin aids



moisture retention. Stake sach tree to mark the position of sach
seedling. If stakes are not available, place 3 rocks by the
trees as wmarkers. Water the trees _.f there is water readily
available.

TECHNIQUES FOR MANAGING TREES AFTER THEY BEGIN TO DEVELOP

8. What is the proper fechnigue for weeding fLrees? Why veed
trees? It is to help them develop faster like any other crop.
To avoid damage mark esach tree with a stake or 3 rocks. It wilil
then be easier to see young seedlings so they are not cut down
along with the wveeds. The proper way to weed trees is to weed in
a circle around each tree. This circle should have a diameter of
l meter. Inside the circle you should weed thoroughly. Each
time you weed the trees, re-do the catchment basin in order to
assure moisture retention. When weeds are cut dovwa, put these
clippings in the catchment basin as a mulch.

9. What technigue {s used fo assure fhat irees qrow
? Why prune trees? It is to assure that

fhrough proper
they grow straight and tall. Do not prune beyond the lower third

of the tree. When cutting branches, cut up from underneath the
branch. Branches should not be cut from above. This way you
avoid tearing the bark. Be sure to cut the branches with a well

sharpened machet. Leaves that fall during pruning can be used as
mulch.

21



APPENDIX 9
SUMMARY OF OUTPLANTING BY SEASON 1582 - 1986

SEASON PVOS ANIMATORS FARMERS TREES ANNUAL TREES

#1- S 1982 23 40 1,191 $08,933

#2- F iso2 47 75 2,260 1,401,865 1,910,798

#3- S 1983 54 191 4,108 1,473,216

54- F 1983 58 237 5,509 1,931,606 3,404,822

#5- S 1984 62 31¢ 6,527 2,288,840 y
#6- F 1984 72 328 9,023 2,359,618 4,648,458 >
$7- S 1985 84 553 14,690 2,534,471

#8- F 1985 82 581 15,168 2.833,167 5,367,638

#9- S 1966 * 75 613 16,078 2,533,733

#10- F 1986 * 69 591 13,441 2,012,906 4,546,639

TOTAL 19,878,355

*

Decrease in 1986 statistics were due to the uncertainty of the

extension of the project beyond December 1986.
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APPENDIX 10
SOCIAL VARIABLES NECESSARY TO CONSIDER IN THE DESIGN OF
AGROFORESTRY PROJECTS

These variables are restricted to the design of projects for
individual land use. With regard to land held in common, other
inquiries are necessary to determine who has the right to use

it, how it is used, who control it, etc.

Population

* Settlement Patterns: dispersed or nucleated? This affects
design of extension system, location of nurseries, estimates
of personnel required to implement project, choice of tech-
nology (i.e. polyethene bags v;. rootrainers)

* Population Growth Rates: required to predict future demand
for land for food crops, the need for fuelwood, and the
constraints on the availability of land for the project

* Population Homogeneity: segmentation affects the ability of
beneficiary to work in common. Different groups may need

special extension approaches.

Land
* Landholding and Land Use Patterns: who uses and ocwns the

land? statutory vs. traditional title; landuse arran¢uments
(1.e. sharecropper, tenant, owner,etc.); could tree planting
cause a change in tenurial systdm or current tree cultiva-
tion patterns; ownership of trees vs. land; land available

for the project?
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* Species Preference: why are certain species preferred?
Purpose of trees? Willingness to piant treecs? Attitudes
towards trees? Pros and cons of native vs. exotic species?

Food preparation practices?

Labor
* Division of Labor: which components of project should be

allocated to men, which to women? Existence of labor-
sharing arrangements? Can they be applied to tree crop
operations?

* Labor Availability: time available for tree crop operations?
Labor calender/cycle?

* Voluntary vs. Paid Labor: existence of voluntary common

action? Distribution of benefits in communal projects?

Socjal organjzation
* leadership: what is pattern of hierarchy and local power

pattern? Who participates in decision-making process?

* Exigtence of Different Groups and Institutions: Inter-
relationships between them? What organizations exist capable
to implement the project?

* Communication System: How are ideas, messages and inno-

vations introduced and communicated?

Accessibility of these resources? Use by different socio-

economic groups? Time involved in collection? Alternative
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energy systems? Ranking preference of different types of fuel?
" How many trers does a family need to attain fuel selfsuffi-

ciency?

Local Knowledge about Trees
What information about tree species and their uses do exist?

What agroforestry systems already exist?

Past Development Projects
what were factors that caused or were associated with their

success or failure?

This information should be made available as early in the

project cycle as possible so that the data can be assessed and

form an input in project design. This information about social
variables has the greatest utility at the project preparation
stage since it becomes increasingly difficult to alter the
shape of the project and its components as the projec cycle

proceeads.



APPENDIX 11

NATIVE AND EXOTIC TREE SPECIES DISTRIBUTED IN 1986

Native

Albizzia lebbeck
(Tcha-tcha)
Artocarpus altilis

(Labapen)

Carica papaya
(Papay)

Catalpa longissima
(Chenn)

Cedrela odorata
(Sed)

Citrus aurantifolia

' (Sitwon)

Citrus grandis
(Caadek)

Citrus sinensis
.(2oranj cou)

Columbrina arborescens
(Bwva kapab)

Cynamomum .

(Kanel)

Gliricida sepium
(Piyong)
(Grenadin)

Guaicum officinale
(Gayak)

Haematoxylon campechianum
(Kampech)

Hibiscus elatus
(Maho ble)

Jacaranda mimosifolia
(Flambwayan)

(Katenga)
Lysilona latisiligue
(Tavernon)
Mangifera
(Mango koydok)
Moringa oleifera
(Benzoliv)
Pinus occidantalis
(Bwa pen)
Pithecellobium saman
(Saman)
Pityllostylon brasiliense
(Bwa blan)

Exotic

Acacia auriculiformis
(Akasya ori)
Azadirachta indica
(Nim)
Cassia siamea
(Kasya)
Casuarina equisetifolia
(Bwa pen ostrali)
Casuarina glauca
(Pich pen)
Cupressus lusitanica
Eucalyptus camaldulensis
(Kaliptis)
Grevillea robusta
(Grevilya)
Leucaena diversifolia
Leucaena leucocephala
(Lisena)
Swietenia macrophylla
(Kajou gran fey)
Tectona grandis
(Tek)

(Native, continued)

Psidium guayava
(Gwayav)

Sesbania grandiflora
(Pwa valye)

Simaruba glauca
(Fwenn)

Spondias purpurea
(Sivel)

Theobroma cacao
(Kakao)

I\Y
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